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Abstract 

Change has always been with us and organisations in general have all 

experienced a combination of fast developments in multiple areas such as 

the economy, technology and society in general. These have wide 

implications for the management of people at work and in particular the 

planning and management of their careers. Managers have responded to 

changing environments by adopting new and more flexible organisational 

structures, which in tum has implications for career patterns. This project 

presents a case study of a public sector organisation and how the 

organisation supports the career development of its non-uniformed line 

managers. It suggests what "good" career development looks like from the 

perspectives of practitioner and theory, as well as those line managers 

themselves. The project identifies that by providing "good" career 

development both the organisation and the employee will benefit. The 

employee by way of feeling valued and rewarded, which enhances 

performance and aids retention, and the organisation by having committed, 

satisfied and engaged employees allowing them to plan for the future. 
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Chapter 1: Introduction, context and structure of the report 

1.1 Introduction 

Many countries including the UK have implemented reforms and 

strategies in response to increasingly dynamic and turbulent 

environments which have included the adoption of non-traditional 

organisational structures (DeFillippi and Arthur 1993; Handy 1989; 

Hirsch 1987; Kanter 1989). Re-structuring, downsizing processes, 

mergers and acquisitions and technological advancements have all 

influenced the contemporary organisation. As a consequence, 

changes in the career patterns of employees' at all organisational 

levels, in particular managerial, have occurred (Feldman and Leana 

1993; Hunt 1992; Lawler 1994; Moreau 1987). These constant 

changes at the organisational level have elevated the importance of 

managing people at work and in particular the planning and 

managing of their careers (Baruch 2004). Indeed, Adekola (2011) 

proposes that people are the most valuable resource in 

contemporary organisations and providing them with a long-term, 

stable career is a win-win situation for both organisations and their 

employees. Organisational career development - a modern practice 

of HRM - is therefore acquiring more relevance (Herr 2001; Baruch 

2004). Robinson et al (1994) contend that the traditional career 

model which involves an employee working for an organisation and 

showing commitment to that organisation, whilst in return that 

organisation offers the employee job security and career 

progression, has changed. Handy (1989); Hirsch (1987); Inkster 

(1995) and Grzenda (1999) suggest that from a contemporary 

organisational perspective, career change is an essential element of 

future career patterns and find little congruence with traditional 

theoretical models. They argue that these models, which rely on the 

theory of occupational choice (Holland 1973), mid-life crisis (Brown 

1984) or adult development processes (Levinson 1978) do not 

successfully account for the environmentally induced career change 

- 7 -



patterns common in contemporary organisations. Baruch (2004) 

suggests that the traditional view of careers which is more linear 

• static and rigid, is now contracted with a new emerging nature of 

career paths, which are seen as being multi-directional, dynamic 

and fluid. DeFillippi and Arthur (1994) propose that the new models 

of careers comprise of a variety of options, many possible directions 

of development and that careers have become more open, more 

diverse, and less structured and controlled by employers. 

Reference is now made to the protean career, which is 

characterised by psychological success measures, continuous 

learning and identity changes (Hall 1996) and which is driven to a 

large extent by new organisational structures. The rate and extent 

of change in organisational structures has created what some 

authors refer to as 'career pandemonium' (Brousseau et al 1996) 

which should be addressed within a pluralistic career management 

system, blending linear, expert, spiral and transitory career cultures 

(Grzenda 1999). This allows organisations to amend their career 

systems to accommodate fluctuating workforce needs. 

This project investigates a case study that was conducted to inform 

an MSc research project. It examines career development in a flat 

structured section of a public sector organisation (Cambridgeshire 

Fire and Rescue Service) by taking a qualitative inductive approach. 

1.2 Context for the investigation 

Within Cambridgeshire Fire and Rescue Service (CFRS) the 

organisational structure (See appendix A) is divided into 

directorates, with each directorate being managed by a member of 

the Senior Management Team (SMT). Two directorates are 

managed by uniformed personnel, whilst the remaining directorate is 

managed by a non-uniformed director. Each directorate whilst 

abiding by the organisations policies and procedures is run 

extremely differently and has differing priorities in terms of career 
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development. As human resources sits in one directorate, whilst 

recruitment and promotion, learning and development and training 

sit within another, historically people have worked in silos, resulting 

in pieces of work regarding career development either being 

duplicated or mis-communicated. Within the organisation, career 

development is currently owned by the Training, Learning and 

Development Manager who is an operational uniformed member of 

staff and not a learning and development specialist. Whilst career 

development is highly visible for uniformed staff, there has been 

very little formal or informal career development for non-uniformed 

members of staff and historically little attention had been paid to 

career development offered to this part of the workforce. 

As the Recruitment Manager and also as a line manager within the 

non-uniformed side of the organisation, my responsibilities are to 

provide advice and support, and manage the design and delivery for 

recruitment and selection processes for all areas of the organisation 

(999 operators, non-uniformed support staff and uniformed staff). In 

addition I provide advice and support, and manage the design and 

delivery of processes for any restructuring that the organisation 

undertakes including both selection for redundancy and promotion. 

Part of my role also involves the management of staff from the 

attraction and recruitment stages, through to how we retain them 

and, by doing so, what opportunities we can offer staff, as I sit on 

the newly formed development steering group. 

When in a meeting with the Learning and Development Manager 

and the HR Business Partner to discuss a piece of work that had 

been started by the HR Business Partner and myself on career 

development within the organisation, it was casually announced that 

the organisation was introducing a leadership and management 

development programme that was to be supported by external 

providers. The names of the delegates had already been selected 

and consisted purely of uniformed members of staff. It was pointed 

- 9 -



out that non-uniformed managers may also find it of great benefit to 

attend the programme and that this should be considered. As a 

result of this intervention, a few non-uniformed line managers were 

then invited to take part in the programme. 

It became quite apparent from this, that the organisation needs a 

people strategy, not least to pull together the separate strands within 

the organisation, together to deliver the organisation's objectives but 

also to look at what the organisation's requirements are with regards 

to the development of its staff (and in particular non-uniformed staff) 

for the future. Development opportunities need to be provided to 

non-uniformed as well as uniformed staff as they all work together, 

and shared development is a way of facilitating this. Furthermore, it 

would be seen to be unfair not to do so and this perception of 

unfairness would inevitably have negative consequences. Whilst 

SMT have yet to decide who should take ownership of this piece of 

work, in order to prevent silo working happening in the immediate 

future, a recently appointed development steering group has been 

set up to provide advice and guidance to the organisation on its 

development of uniformed staff (the career development of its non

uniformed support staff has not been included at this point), and has 

the objective of trying to bring the different strands such as human 

resources, learning and development, recruitment and promotion 

together. 

Whilst I appreciate that a people strategy will take some time to 

formulate, following on from this meeting and feeling like an 

"afterthought", I became interested in exploring the organisation's 

current career development arrangements for its non-uniformed 

members of staff and how these staff members view them. In order 

to understand this, I will undertake a systematic, theoretically 

informed investigation into exactly how the organisation currently 

supports its non-uniformed line managers' career development. The 

aim is to understand what would constitute "good" support for career 
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development from the perspectives of practitioners and informed by 

relevant theory, and then to identify whether the organisation is 

presently providing "good" career development for its line managers 

within the non-uniformed support functions. Furthermore, I will 

investigate what the line managers' views are regarding the support 

they get in relation to their career development within the 

organisation and whether they feel this is "good", together with what 

the current strategy is regarding the career development for non

uniformed line managers from an organisational perspective. I am 

also interested in finding out whether by investing in career 

development for non-uniformed line managers this will bring tangible 

benefits to both the organisation and employees. I will then draw 

conclusions together with any recommendations that will be 

presented to the organisation. 

1.3 Structure of the report 

This report will therefore be broken down into a number of distinct 

chapters, which will individually look at relevant areas: 

Chapter 2 will give the background of the Fire and Rescue Service 

of England and Wales, together with an overview of Cambridgeshire 

Fire and Rescue Service (CFRS) in order to give the contextual 

setting to the case study. In addition it provides an outline of the 

structures for both the uniformed and non-uniformed sections of the 

organisation together with an overview of the current arrangements 

for career development in each area. 

Chapter 3 will consider the concepts of 'career' and 'career 

development,' together with what the different areas are which 

would constitute "good" support for career development from the 

perspectives of practitioners, and informed by relevant theory. 
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Chapter 4 wi l l  d iscuss the research methods used for the p roject 

and the justification for the selection of the methods that were 

chosen for th is report .  Secondary research was conducted by way 

of a l i teratu re review in  order to d iscuss the theories and ideas that 

currently exist with regards to career development and to form the 

basis of the paper. Primary d ata was co l lected tak ing an inductive 

approach as I wanted to a l low my work ing hu nches to be changed 

by the data I i nterpreted and I am not test ing the truth or otherwise 

of a hypothesis derived from the l iteratu re . It also d iscusses 

methods that were not used with justification of why I d id not select 

them . 

Chapter 5 wi l l  look at the data gathered from the semi-structured 

qua l itative interviews that I u ndertook with a sample of non

u n iformed l i ne  managers .  It ana lyses the interview data using an 

iterative p rocess and identifies the themes that emerged from the 

data. It also considers if the outcomes are in  l ine with what would 

be expected fol lowing the l ite ratu re review or if there are any 

outcomes that were not expected . 

Chapter 6 is the fina l  conc lus ion section which wi l l  review a l l  of the 

i nformation from the secondary and p rimary research . The 

theoretica l ly i nformed ana lysis  of the data wi l l  p rovide a richer 

understand ing of the situation of the non-un iformed staff' s career 

development at CFRS which wi l l  then enable my col leagues and I to 

take further action based upon it. The report wi l l ,  therefore , offer a 

set of recommendations that CFRS cou ld employ to ensure that 

futu re career development strategies meet both the ind ivid ua l ,  and 

organ isationa l  needs .  In add ition , th is chapter wi l l  look at the 

l im itations of the research that has been undertaken ,  h igh l ig hting 

any issues that have become apparent and what impact these might 

have had o n  the report. It wi l l  then make recommendations for 

fu rther  research on th is top ic i n  order to bu i ld on the research that 

has been gathered . 
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This report also includes appendices which will provide an example 

of the research instrument used in the primary research together 

with relevant information that has been used from CFRS. 
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Chapter 2 :  Context: The F ire and Rescue Service 

This chapter provides the contextual setting in order to understand 

the current background of the Fire and Rescue Service and the 

structure of the case study organisation - Cambridgeshire Fire and 

Rescue Service. 

2.1 Background and overview of the Fire and Rescue Service of 

England and Wales 

Employing 60 , 000 people and attending just under 1 million 

emergency incidents annually (CLG 20 1 2) ,  the Fire and Rescue 

Service (FRS) is primarily a public sector organisation, delivered by 

local government. Since 1 947 ,  U K  legislation has nominated Local 

Authorities as Fire Authorities, and locally elected politicians 

constitute Fire Authorities. Almost unanimously, they have chosen 

Rescue Service, the Fire Authorities have remained a homogenous 

group of politicians exercising power within the organisation, in 

contrast to the heterogeneous constitution of the majority of public 

sector and private sector boards. 

Fire and Rescue Services come under Central Local Government 

(CLG) within central government. CLG dictate the national policy, 

alongside the Treasury, who d ictate finances nationally which give 

rise to the amount of national funding. 

2.2 Overview of Cambridgeshire F ire and Rescue Service (CFRS) 

Cambridgeshire Fire and Rescue Service (CFRS) are currently 

accountable to the Cambridgeshire and Peterborough Fire Authority. 

As the governing body, the Fire Authority's role is to make decisions 
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organisation's performance, policies and processes. 

responsible for setting the corporate objectives and the budget 

on how the organisation operates, and to review and scrutin ise the 

In addition it is 

(CFRS website 2012). 

Cambridgeshire and Peterborough Fire Authority have 1 7  elected 

members, all of whom are serving councillors. The political make

up of the Fire Authority reflects the number of members from the 

political parties on each of the appointing county and unitary 

councillor. A Chairman and Vice-Chairman are elected annually 

(CFRS website 2012). 

Responsible for delivering a fire and rescue service to the 700 ,000 

people of Cambridgeshire and Peterborough, the organisation 

operates 28  fire stations which vary in status from being staffed 

24/7; 365 days a year, to being completely resourced by on-call 

Firefighters. The Headquarters are currently based in Huntingdon 

and houses the senior management team, the 999 combined control 

room, central operational teams and many of the support staff, who 

work in a variety of roles to support frontline activity. 

There are currently 761 employees of whom there are 620 

uniformed (operational staff) and 141 non-uniformed (support staff). 

Out of these there are a total of 273 personnel with l ine 

management responsibilities; 241 are uniformed personnel and 32 

are non-uniformed. Although the organisation is a mix of uniform 

and non-uniformed staff, it is predominantly run by uniformed 

personnel . The current Senior Management Team consist of the 

D irector of Resources has purely non-uniformed personnel within 

authorities. Currently the Fire Authority has 1 1  Conservative 

councillors, five Liberal Democrat councillors, and one Independent 

Chief Fire Officer, Deputy Chief Fire Officer, Assistant Chief Fire 

Officer (all uniformed members of staff) and the Director of 

Resources (non- uniformed member of staff. (See appendix A). The 
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his remit, whilst the Deputy Chief Fire Officer has purely uniformed 

personnel under his structure. The Assistant Chief Fire Officer is 

the only director who has a mixture of both non-uniform and uniform 

personnel reporting to him. 

2.3 Uniformed structu re of the organisation 

starting out as a Firefighter, then becoming a Crew Commander, 

Watch Commander, Station Commander, Group Commander and 

Commanders (Assistant Directors and also part of SMT), 1 0  Group 

Commanders, 35 Station Commanders, 67 Watch Commanders 

and 123 Crew Commanders. All of the personnel within the 

uniformed side of the organisation tend to join the organisation and 

then stay for their entire career which is normally 30 or more years. 

Indeed, routine data obtained from the organisation's human 

resources database supports that, with the exception of transferring 

to another fire and rescue service, dismissal or retirement on the 

grounds of ill health, no employee has voluntarily left the 

organisation. The last members of the uniformed staff joined the 

organisation in 2006 and there is currently a high proportion of staff 

with over 20 years' service. Pay and terms and conditions 

(including holiday, pension arrangements, bonus, working hours 

etc .) are determined and agreed nationally and are contained within 

a "Grey Book" . 

Within the uniformed side of the organisation the structure is very 

hierarchical . Staff currently have to progress through each rank, 

Area Commander, before moving on to become Assistant Chief Fire 

Officer, Deputy Chief Fire Officer and finally Chief Fire Officer. Of 

the 620 uniformed members of staff, there are 241 line managers 

comprising of: 1 Chief Fire Officer (CEO), 1 Assistant Chief Fire 

Officer and 1 Deputy Chief Fire Officer (Directors) ; 3 Area 
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2.4 Non-uniformed structure of the organisation 

Unlike the hierarchical structure of the uniformed side of the 

organ isat ion, the structure for non-uniformed is far flatter . Based on 

functions comprising of: Procurement, Payroll, Performance , 

Business Development, Finance, Resource Management, 

Occupat ional Health, Recru itment , Health and Safety, Equality and 

Diversity, Media and Communications, Property, Fleet , Fi nance, HR, 

District Administration and Executive Support, each function is 

overseen by a manager. Dependent upon the size of the team there 

may be only be one or possibly two levels of staff below the 

manager and often these levels have huge differences in terms of 

ski lls, experience and responsibility which i n  turn affect upward 

development opportunit ies .  Based on broad band pay structures, 

terms and cond it ions can also vary considerably between the levels 

making the "jump" between levels even harder. The majority of 

funct ions have one manager with the exception of HR and District 

Administration, which have 2 and 4 respectively. Of the 1 4 1  

members of the support function, 32 have line management 

responsibil it ies. The managers themselves report into either a 

Strategic Head, of which there are 2 (members of SMT) , a "Head 

of, "  of which there are 2 ,  an Area Commander (un iformed member 

of staff) or a Group Commander (un iformed staff member) .  Again 

the movement between l ine manager and Strategic Head or Area 

Commander in terms of skill level, experience, responsib il ity and 

remunerat ion can be vast. In addition, for those line managers 

reporting into an Area or Group Commander, upwards promotion is 

not available, as in order to become either, you must be operational 

i .e .  a uniformed member of staff. There is no policy to move 

someone who is non-uniformed into a un iformed role, even if the 

role is the same and, by doing, so would create an opportunity for 

career development and/or promotion. 
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Simi larly to uniformed staff, routine HR data shows that permanent 

non-uniformed staff rarely leave the organ isation voluntarily, other 

than re-structuring leading to redundancies, ill health retirement or 

dismissa l ,  culminating in a lack of turnover. For non-uniformed staff, 

terms and condit ions are also agreed nationa lly and conta ined 

within a "Green Book". However , pay can be negotiated locally. 

Both pay structures and the terms and conditions of employment 

differ considerably to those of "Grey Book" staff, often a bone of 

contention between staff when performing similar job roles. 

2.5 Career development with in the un iformed structure of the 

organisation 

The long service nature of the uniformed staff coupled with the 

hierarchical structure has meant that career development for 

uniformed staff has always been on the organisat ion's agenda and 

has historically taken a traditional path. Previously this has included 

a number of d ifferent init iatives, recently through the running of 

nationally recognised assessment and development centres 

(ADC's). Available to uniformed personnel at all levels, ADC's were 

predominantly used to try and assess the potential of staff, with a 

view to taking them through a series of development training via 

courses, in order to develop the necessary technical and 

management ski l ls needed to become a line manager. In practice ,  

these were often merely used as an assessment tool to determine 

promotion and were, therefore, seen as a medium for succession 

planning in a more general sense rather that for line management 

development. The introduction of the Localisation Bill by the 

Government in 2010 had an effect on the way in which the 

organisation develops its staff as it gave scope for the organisation 

to come away from the nationally implemented ADC, allowing them 

to implement a local solution. 
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2.6 Career development within the non-un iformed structure of the 

organisation 

In comparison there has been very little career development 

available for non-uniformed line managers, and what has existed, 

has been informal and unstructured. Indeed ADC's were only 

available to uniformed personnel and non-uniformed line managers 

were often overlooked when career development opportunities were 

being assessed. That , coupled with the long service of many 

managers within non-uniformed functions, and the fact that the 

organisation has no policy on job rotation , job shadowing or 

secondments for non-uniformed line managers and support staff in 

general , has to lead to a lack of opportunity to progress either 

upwards or laterally. Furthermore, this lack of investment by the 

organisation in career development , coupled with the green 

book/grey book contrasts and the heroic public image of the 

F irefighters, has created a feeling amongst the non-uniformed line 

managers of being "second class citizens" , someone whose career 

is not always perceived to be as important as their peers who wear 

a uniform. On the other hand, it could be suggested, that the non

uniformed staff structure does not lend itself to the same career 

development as uniformed staff as the structure is much flatter and 

that the approach taken to career development, is a consequence of 

several other structural arrangements rather than a del iberate 

approach not to provide career routes. Indeed, the organisation has 

very recently introduced a new career development initiative through 

an externally provided leadership and management development 

programme. Unlike previously this has now included non-uniformed 

line managers, albeit they were invited to participate at a later date 

than their uniformed counterparts. 
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comp lex term and d ifferent authors define it i n  d ifferent ways . Wh i lst 

i n  the early part of the twentieth centu ry, "career" refe rred to a 

Chapter 3 :  Literature Review 

This chapter looks at major  career development theories and 

attempts to understand the concept of "career" and "career 

development" from the perspectives of practitioners and informed by 

theory .  It fu rther seeks to understand what would constitute "good" 

support for career development and what other factors i nfluence 

career development. 

3 . 1  Concept of  "career" 

I n  order to analyse and u nderstand career development with i n  an 

organ isation and the related theoretica l and practical issues , the 

concepts of "career" and "development" are important. Career is a 

p rofess iona l  occupation that bore both money and a respected 

posit ion where you could progress , career is now seen more 

b road ly,  encompassing work, le isure and other l ife-span 

d imensions ,  and it is  genera l ly acknowledged that everyone now 

has a career rather than s imp ly a "job". The defin ition of career has 

developed over time,  i nfl uenced by many factors that are both 

i nterna l  and externa l  to the i nd ivid ua l  and organ isation (Rasd i et a l  

2009) .  Accord ing  to  career l iteratu re "career" can be defined as the 

sequence of the person's work related experiences in one or severa l 

organ isations (Ha l l  2004;  Baruch 2004; Green and Cal lanan 2006) 

or s imp ly as the sequence of work experiences an emp loyee may 

have over time (H i rsh 2007) . H istorica l ly, careers were thought to 

evolve with i n  the context of one or two fi rms,  and were 

conceptua l ised to prog ress i n  l i near career stages (Levinson 1 978; 

Super  1 957) . Success was defi ned by the organ isation and 

measured by promotions and i ncreases in  salary (Hal l  1 996) . 

However, th is concept of "career" being  that of upward movement is 

not supported by the character istics of the modern organ isation 
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where the ta l l ,  mu lti- layer ,  fu nct ional organ ised structures , 

characteristic of la rge compan ies, has changed (Mi les and Snow 

1 996) . Tod ay few organ isations can g uarantee job secu rity and 

regu la r  promotion opportun ities and the concept of the "portfo l io 

career" i s  i ncreasing ly common .  The real ity for most peop le is that 

they wi l l  have to change employers and perhaps careers , several 

t imes d u ring thei r  work ing l ives . This raises the question of whether  

i n  rea l ity the trad itiona l  theory of  a career is about to col lapse. 

Crenshaw (2006) specu lates that "the dynamics of career 

m anagement may be chang ing towards short term careers with 

l im ited p romotiona l  opportun ities and a n  emphasis on 

employab i l ity."  On the other hand , in l i ne  with British research (see 

M cGovern et a l  1 997; Storey et al 1 997;  Wajcman 1 998) , a study by 

Wajcman and B i l l  (2001 ) fou nd that managers were sti l l  more l i kely 

to have a s ing le  o rgan isat ion career and that long tenure in the 

cu rrent fi rm is sti l l  qu ite common . 

The word "career" can ho ld  both an opportun ity and threat to 

organ isations .  One of the perceived th reats is by focusing on the 

futu re that there is the possib i l ity of ra is ing employee expectations 

wh ich the organ isation  may not be able to satisfy. 

3.2 Concept of "career deve lopment" 

As wel l  as defi n i ng the concept of "career" it is necessary to define 

the con cept of "career deve lopment" and its infl uence on  an 

i nd iv idua l  with i n  a n  organ isation . Greenhaus et a l  (2000) suggest 

that career development is a n  on-going p rocess by which 

i nd iv idua l 's  progress th rough a series of stages each of wh ich is 

characterised by a re latively un ique set of issues, themes and tasks . 

Studies of career stages have shown that needs and expectations 

change as the i nd ivid ua l  moves th rough  the stages ( Ivancevic 

1 994) . These d ifferent stages a re con nected with persona l  and 

busi ness l ife and McDanie ls and Gysbers ( 1 992) propose that 
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the l ife span . 

ca reer deve lopment is  the total constel lation of psychologica l ,  

socio logica l ,  ed ucationa l ,  physica l ,  and economic and chance 

facto rs that combine to shape the career of any g iven i nd ividua l  over 

Career deve lopment i s  often used to describe a term that has an 

overton e  of upwards movement and p romotion .  H istorica l ly ,  

i nd ividua l  career deve lopment can be observed i nside the same 

o rgan isatio n  and can be seen as a type of h ierarchical p romotion 

from s imp ler  and less demand ing ro les and positions, to those more 

cha l l eng i ng ,  more demand ing  and those that involve a certa in  level 

of respons ib i l ity . However, nowad ays , the new models of career 

d eve lopment comprise of a variety of options and many possib le 

d i rections of deve lopment. Often known as "mu lti-d i rectional" career 

paths, an  i nd ividua l  may change jobs and positions from where they 

started to one wh ich fu lfi l and satisfy their personal demands and 

expectations .  I f  an i nd iv idua l  wants to succeed in today's tu rbu lent 

and chang ing  env i ronment ,  cont in uous career development is 

n ecessary to acqu i re new sk i l ls ,  ab i l ities and tra in ing so that they 

a re ready and p repared enoug h to accompl ish new and more 

soph isticated tasks and d uties. 

H istorica l ly ,  career was seen as the major responsib i l ity of the 

i nd iv id ua l . Later o n ,  the focus of career development appeared to 

h ave sh ifted from the ind ivid ua l  to the organ isation  (Gutteridge et al 

1 993) and it is suggested that now ind ividua ls  have to take 

respons ib i l ity for the i r  ca reers aga in .  On one hand , ca reers are the 

"p roperty" of i nd iv id ua ls ,  but on the other hand , for emp loyed 

peop le ,  it wi l l  be p lanned and managed by thei r o rganisations 

(Baruch 2004) . For an i nd ivid ua l  in an organ isation , career can be 

perceived as a contin uous movement among jobs, positions ,  
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i nterna l  focus and refers to the way an ind iv idual  views their  career 

but it a lso has an externa l  focus that refers to the series of jobs and 

posit ions  that the i nd ivid ua l  has held . I t  often carries a strong 



cha l l enges and d iffe rent respons ib i l ity levels . It denotes the main 

l ink between employees and the organisation and expresses the 

l evel wh ich the ind iv id ua l  wants to reach with i n  a company. Arthu r  

e t  a l  ( 1 989) suggest that i nd ivid ua ls  consider thei r  career i n  terms 

not on ly of the i r  present job but a lso of their  past experience and 

futu re expectations .  Scho lars point out a shift form the long term 

based career relationsh ips ,  i n to transactional short term based ones 

that evolved between ind ividua l  and the i r  employing organ isat ion 

(Adamson et a l  1 998 ;  Baruch 2003) . 

Le ibowitz et a l  ( 1 986) contend that career deve lopment i nvolves an 

organ ised , forma l ised , p lanned effort to ach ieve a balance between 

the i nd ivid ua l ' s  ca reer needs and the organ isation 's work force 

req u i rements .  Ha l l  and Associates ( 1 986) also suggest career 

deve lopment as the outcomes emanating from the i nteraction of 

ind ivid ua l  career p lann ing and  organ isational  ca reer management 

p rocesses . The benefits of match i ng the between the ind ividua l  and 

organ isations needs a re of importance as ind iv id uals can on ly give 

the i r  best when i n  the rig ht ro le and supported by the rig ht tra in ing 

and deve lopment. 

3.3 Major career development theories 

For over a century, academics have been developing theories and 

desig n i ng strateg ies to assist people in find ing and mainta in ing 

m ean ingfu l  work. There a re many career theories and models ,  and 

no  s ing le  one is adequate to describe the b road fie ld of career 

d eve lopment. 

3. 3 . 1  Super's Life Span/Life-Stage Theory 

Theories su rround ing the career deve lopment p rocess emerged in  

the 1 950's i n  the work of Super, G inzberg and Ho l land . Trad itiona l ly 

careers were thought to evolve with in  the context of one or two firms 
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and were conceptua l ised to p rog ress in  l i near carer stages 

(Levinson 1 978 ,  Super 1 957) . Th is trad itional  mode l  has dominated 

much of the research on  career development. Super's ( 1 957) 

theory of career stages uses a l ife-span approach , to describe how 

ind ivid uals implement the i r  self-concept through vocation choices 

(Su l l ivan 1 999) . Super et a l  ( 1 988) suggest that the process of 

choos ing an  occupation that perm its maximum self-expression 

occu rs over time and can be summarised into 5 stages: 

• G rowth (ch i ldh ood) 

• Exp loration (ad u lthood) 

• Estab l ishment (early ad u lt hood) 

• Maintenance (m idd le adu lthood) 

• Disengagement ( later adu lthood) 
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Developmental tasks at these different stages 

Adolescence 
Early Middle Late 

Life stage 
1 4-25 

adulthood adu lthood adulthood 

25-45 45-65 65+ 

Giving less Reducing Focusing Reducing 

Decl ine time to sports on working 

hobbies participation essentia ls hours 

Maintenance 

Verifying 

current 

Making 

occupational 

Holding 

one's own 
Keeping 

what one 
occupational 

choice 

position 

secure 

against 

competition 
enjoys 

Establ ishment 

Getting 

sta rted in a 

Sett l ing 

down in a Developing 
Doing things 

one has 
su itable new ski l ls 

chosen fie ld wanted to do 
position 

Exploration 

Learning 

more about 

F ind ing 

desired 

Identifying 

new tasks 

F ind ing a 

good 

retirement 
opportunities opportunity to work on 

place 

Developing 

Developing a Leaming to Accepting and valu ing 

Growth rea l istic self- relate to one's own non-

concept others l imitations occupational 

roles 
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Super states that in making a vocat ional choice , ind ivid uals are 

expressing their understanding of themselves wh ich evolves over 

time and , therefore,  argues that occupational preferences and 

competencies, along with an i nd ivid ual 's l ife s ituations ,  a l l  change 

with time and experience . However, these five stages are not just 

chronologica l .  People can cycle through each of these stages when 

they go through career changes . I ndeed , research on Super's 

theory supports the idea of imp lementing the self-concept through 

one career (Osipow, 1 983) , and d ifferences i n  attitudes and 

behaviours across the ca reer stages (e.g .  Cohen 1 99 1 ; Lynn et a l  

1 996) , and has found a d ifference i n  i nd ividua l 's expectations of 

career deve lopment at d ifferent points in  their  career. However, 

Sul l ivan ( 1 999) asks if the model can be general ised to the complex 

l ives of women and if th is mode l is st i l l  applicable in today's  

chang ing work environ ment. Maher (2009) a lso argues, that whil st 

the l ife span career model can be usefu l i n  determ in ing an 

i nd ividua l 's career decisions at different stages of their career, it is 
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insufficient for understanding the implications of other variables such 

as gender , social class and varied career structures. 

3.3.2 Parsonso- Trait and factor theory of occupational choice 

One of the early career development pioneers was Parsons ( 1 909). 

At the centre of Parsons' theory is the concept of matching, and 

works on the principle that it is possible to measure both individual 

talents and the attributes required in particular jobs. It also assumes 

that people may be matched to an occupation that's a good fit. 

Parsons suggests that individuals perform best , and their 

productivity is highest , when they are in jobs best suited to their 

abilities. He states that occupational decision making occurs when 

people have achieved: 

• a precise understanding of their own individual traits 

(aptitudes, interests, personal abilities) 

• a knowledge of jobs and the labour market 

• rational and objective judgement about the relationship 

between their individual traits, and the labour market. 

This three-part theory stil l guides most present-day practice. 

However , matching assumes a degree of stability within the labour 

market. Also in reality, today's labour market's volatility means 

individuals need to be prepared to change and adapt to their 

circumstances. 

3. 3.3 Hollando- Theory of Vocational Choice/Career Typology Theory 

Hol land ( 1 973) built on the theory suggested by Parsons by creating 

a hexagonal model to build on the matching perspective. Holland 

( 1 973) asserts that occupational choice is an expression of 

personality and that people look for work environments that match 
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their personal it ies. He proposes that people look for environments 

where they can be around others l ike them, and that al low them to 

apply their ski l ls and abi l it ies, and express their attitudes and val ues . 

He emphasises that the closer the match of personal ity type to work 

environment is, the h igher the changes are of success and 

satisfaction for the ind ividual .  He a lso suggests a two way process 

where environments are created to attract certa in  personal ity types. 

With i n  th is theory, there a re s ix basic types of work environment, 

which correlate d i rectly to the personal ity types. He gave the same 

names to both environment and personal ity: rea li st ic , i nvestigative, 

artistic, socia l ,  enterprisi ng and conventiona l .  

Realistic 

Conventional Investigative 

Enterpris ing Artistic 

Social 

© John L Holland 

There is much research to support Hol land's typology. 

Helpfu l i n  understand ing work environments ,  Hol land's theory 

can a lso be flexible , incorporating combination types , 

a lthough , critics argue that there is no insight i nto how types 

develop . The model has also been stable over time and 

across gender and racia l l ines, however, criticisms of this 

have suggested that there is actual ly a gender b ias ,  with most 
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females scoring predominantly in three personality types. 

Hol land conversely, counters this by suggesting that females 

wil l show a greater interest in female dominated occupations. 

3.4 Career development - organ isational or ind ividual 

respons ib i l ity? 

During the past few decades the notion that individuals are also 

responsible to cater to and build their own careers instead of leaving 

it entirely to the organisation to manage has been wel l documented 

(Baruch 2004). However, Martin et al (200 1 )  argue that this is 

dependent upon the organisation's ability to change the emp loyee's 

view of more traditional route of career development, with the 

ownership by the organisation, to one of i ncreased individual 

responsibil ity for their own career growth and development. More 

common ly it is recognised that although "career" is owned by the 

individual, organisations via their career systems can also actively 

participate in the employee's career development (Simonsem 1 997; 

Boudreaux 2001 ; De Simone et al 2002 ; Gil ley et al 2002 ; Baruch 

2004) .  Baruch (2004) points out that whilst "career" is the property 

of ind ividuals, for the employed it is the organisation that will plan 

and manage employee careers. 

3.5 Career p lann ing and career management 

Hal l and Associates ( 1 986) view career development as outcomes 

that emanate from the i nteraction of individual career planning and 

organisational career management. 

d iscovered that more responsibility was 

Lips-Wiersma and Hall (2007) 

being transferred to 

individuals as drivers of their careers, but the organ isation had 

become more not less actively involved in career development and 

management, although not in the traditional top down way. 
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To understand career development in an organisation it is 

necessary to examine two processes: '  how an individual plans and 

implements their own career goals (career planning) and how 

organisations design and implement their career development 

programmes ( career management) ' (Bernardin and Russel 1 993 p. 

340). 

3.5.t1 Career planning: 

The trend towards individuals taking responsibility for shaping and 

moulding their careers emphasizes the importance of career 

planning. De Simone and Harris (1 998) suggest that career 

planning is an activity that is performed by an individual in order to 

understand and be able to control their work life. It also includes the 

identification of the career-related goals and forming plans for 

achieving these goals. However, career planning should be in 

correlation with the organisation's focus if maximum benefit is to be 

achieved, and organisations support employees by helping them 

analyse and evaluate their career options and preferences. 

In the career planning stages individuals need to evaluate their 

career options and decide on their own development objectives and 

consider not just their own interests and aspirations but also what 

kind of opportunities may be available to them. Career information 

is of limited value to an employee without an understanding of how 

they are seen by colleagues within the organisation, and for what 

kinds of jobs they might be considered as a sound candidate. 

3 . 5. 2  Career management 

Adekola (20 1 1 )  p. 2 suggests that 'career management is another 

commonly cited antecedent of career development. ' Many 

researchers argue that career management requires initiative from 

both individuals as well as organisations in order to offer the 
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greatest benefit for both. They suggest that career management is 

an on-going process of preparing, developing, implementing and 

monitoring career plans and strategies, u ndertaken by the individual 

themselves or in line with the organisations career system (Hall and 

Associates 1986; Greenhaus et al 2000). Indeed career 

management can be seen to be col laboration between organisations 

and employees, where organisations attempt to match individual 

employee interests and capabilities with organisational 

opportunities, through a planned programme encompassing a 

variety of activities such as job rotations, career systems and other 

management tools (Hal l and Associates, 1986; Martin et al 2001 ). 

This represents a constant process of preparing, implementing and 

monitoring career plans that are undertaken by the individual (De 

Simone and Harris 1998) and includes activities that help  an 

individual to develop and carry out their plan. In addition it is 

designed to provide the organisation with a pool of qualified people 

to meet their future needs. Moreover, Brown (1998) contends that 

career management practices must support individuals in their 

attempts to develop the knowledge, skil ls and behaviours that wil l 

allow them to be successfu l. However, Morrison and Hock (1 986) 

chal lenge that career management represents the organisations 

perspective in the career development process. 

3.6 Organisational support 

Ng et al (2005) and Orpen (1 994) suggest that organisational 

support for career development refers to the programs, processes 

and assistance provided by organisations, to support and enhance 

their employee's career success and comprises of both formal 

strategies, such as career planning and training, and informal 

support such as mentoring, coaching and networking opportunities 

(Hall 2002 ; London 1988). These views are consistent with the new 

supportive and enabling role proposed for organisations, rather than 

the traditional "command and control" approach taken in the past 
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(Baruch 2006). A well thought out and executed career 

development system can allow organisations to identify and uti l ise 

the wealth of in-house talent for staffing and promotion, by matching 

the skills and experience together with the aspirations of the 

employee, to the needs of the organisation. As Thite (2001  ), Kapel 

and Shepherd (2004) and Kaye (2005) point out, it also allows the 

organisation to make informed decisions around compensation and 

succession planning to attract, retain and motivate employees, 

resulting in a more engaged and productive workforce. However, 

career development is a long term and complex process and 

therefore should be on-going and sustainable. 

Maher (2009) suggests that by providing organisational support, 

employees gain an increased confidence, a g reater sense of self

fulfilment and a higher deg ree of marketability, both within the 

organisation and the external labour market. Researchers have 

suggested that organisational support is important as if the 

organisation denies development opportunities to its employees, 

longer  term it will be overtaken by other organisations who make full 

use of their human resource. In addition, unhappy employees will 

be less effective than those who find the match between job, career 

and personal satisfaction. Furthermore, Blau ( 1 964) proposes that 

employees generally favour an organisation that provides something 

valuable to them . 

Maher (2009) suggests areas where management can support 

they are able to fill new jobs laterally as well as vertically 

• Develop and implement learning that takes place 

throughout thei r employment 
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• Develop cross team and cross boundary learning with 

other organisations and professions 

• Share the vision of the organisation's future plans and 

development with employees 

• Introduce career planning systems to included 

succession planning 

• Provide positive career development to help 

management address issues such as productivity, 

management selection and equal opportunity. 

However, a recent CIPD (2011) report concluded that most 

individuals do not feel supported by their employer to manage their 

career, which can lead to negative perception about career 

opportunities within an organisation, unrealistic expectations and 

disengagement. Bowen (2007) also suggests that most individuals 

do not believe they are supported by their employer to manage their 

career, and rely heavily on informal networks such as friends and 

family  for career advice. Therefore, an organisation that provides 

support for employee career development wi l l  create a positive and 

supportive image of the organisation to the employees, work 

performance wil l  improve and staff turnover wil l be reduced (Maher 

2009). 

3.7 li ne-management involvement in career development 

In many organisations career planning often concerns discussions 

and advice from the line manager to inform a personal development 

plan or certainly a sense of direction. Indeed, Stuff (2009) in her 

study on British American Tobacco suggests that personal and 

professional development is a shared responsibility between 

managers and their team members. Research suggests that whilst 

individuals should be encouraged to take the lead in their careers 

and developing themselves , they should be supported through the 
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p rovis ion of too ls ,  tra in ing , on the job coach ing and development 

from the i r  l i ne  manager. I n  add it ion , both formal  and i nfo rmal  career 

d iscuss ions shou ld become a reg u lar  featu re of the i nteraction 

between manager and emp loyee , in order to he l p  the employee 

th i nk  th rough the i r  career p lans and a l low the l ine manager to keep 

in touch with the i nd ivid ual 's deve lopment and career aspi rations .  

Wh i le some i nd ividua ls wi l l  have clearly defi ned ideas of what they 

want to achieve in  thei r careers, others wi l l  need he lp  to identify the i r  

strengths and weaknesses and how to p lan  the i r  development. One 

tools is to use personal  development p lans to set objectives. Th is 

a l lows ind ivid ua ls to take respons ib i l ity for the i r  deve lopment, but 

with support from both the l ine manager and organ isation . By us ing 

th is p rocess , i nd ivid ual 's development goals can be a l igned with the 

further  business needs of the organ isation .  Wh i lst l i ne managers 

often expect to perform the more formal  aspects of th is at appraisals 

o r  development reviews, research has shown that as we l l  as these 

forma l  sou rces, emp loyees g et much of thei r m ost val uab le career 

advice qu ite i nformal ly from peop le at  work (H i rsh  et al 2001  ) .  

I ndeed , add itiona l  d iscussions and  negotiation  a re often needed to 

ga in  support from others i n  the o rgan isation that have the power to 

g ive access to work or learn i ng opportun it ies (Herriot and 

Pem berton 1 995) .  However, a report by the C I P D  (20 1 1 )  found that 

a lthoug h most organ isations delegate the respons ib i l ity for career 

support to the i r  managers few have the ski l ls to de l iver it effectively 

3 .8  The i mpact of the psychological contract 

One of the ma in  sh ifts in career d evelopment has been the change 

of psycho log ical contracts between fi rms and workers . U nder  the 

old contract, workers exchanged loya lty for job security , whereas 

under  the new contract, workers exchanged performance for 

continuous learn i ng  and marketab i l ity (Altman and Post 1 996,  Ha l l  

and M i rvis 1 996,  Rousseau 1 989) .  Th is change i n  the psycholog ic  

contract has resu lted in  d ecreased job security (Batt 1 996; Beckm, 
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1 989) .  The new contract is based on maintain ing employabi l ity and 

is  one way to combat insecu rity and d rive engagement. 

1 996 ; Scott et a l  1 996) ,  decreased employee loyalty (Goffee and 

Sease 1 992) and i ncreased worker cyn icism (Kanter and Mirvis 

(Maher 2009) . As Lee (2000) po ints out, organ isations that invest 

Research has shown that the p resence of employee train ing and 

career management systems,  positively enhances employee career 

deve lopment and employees commitment to the organisation 

career management are more l i ke ly to increase employee's job 

satisfaction .  I ndeed , one of the major find ings of a survey carried 

out by Chen et al (2004) was that career development p rogrammes 

positively i nfluence job satisfaction ,  professional development and 

p roductivity ,  wh ich suggests that o rgan isation's i nvestment in such 

p rog rammes is worthwhi le .  I n  add ition , research has shown that job 

security l i nked to an interesting , chal leng ing job with access to 

career opportun ities and a supportive l i ne manager, provides the 

basis for an engaged and p roductive workforce. Data from the 2004 

Workp lace Employment Relations Survey (WERS) showed an 

ove ra l l  i ncrease in employee satisfaction derived from a sense of 

ach ievement at work. 

3.9 Career development with in  flatter organisational structures 

Employee development programs take on new chal lenges i n  flat 

o rgan isationa l  structu res. Some researchers wou ld argue that 

career development is not a l l  about corporate ladders or 

o rgan isationa l  charts but more about paying attention to how people 

can g row in the jobs that they a l ready have. Certa in ly the trend 

towards flatter organ isations has opened up many more horizontal 

career paths. In flatter structu res where opportun ities for 

development via h ierarchical p romotions are no longer avai lable , it 

is  v ita l to recogn ise that the employees need to take contro l  of thei r  
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own career strategies and learn how to d iversify and be p repared to 

zigzag latera l ly .  Pu rd ie ( 1 994) suggests that th is can be ach ieved 

by: 

• v iewing career paths as fragmented and subject to 

change 

• equating  career success with persona l  satisfaction 

• focus ing on mu ltip le short term objectives 

• d evelop i ng  a m u lti-d imensional  p lan c lustered around 

several objectives that fu lfi l career needs at  a part icu lar 

po int in  one's l ife 

• be l iev ing that goals are i ndependent of age 

• creating a p lan that is flexib le with goals that a re 

continua l ly reassessed and conti ngency p lann i ng  

regarded as  essential 

have to chart thei r own career d i rection because they 

cannot re ly on the organ isation they work for to do i t  for 

them . 

By add ressi ng  the chal lenges of l im ited trad itiona l  promotional  

opportun it ies , o rgan isations a re ab le to keep emp loyees engaged 

wh i lst b u i ld i n g  both i nd ivid ua l  and organ isationa l  capab i l it ies . By 

cons ideri ng the opportun ities for horizonta l g rowth , organ isations 

can offer the opportun ity for emp loyees to move lateral ly i nto ro les in  

d ifferent departments or  a new cha l lenge i n  thei r current posit ion i n  

order  to  expand both the i r  experience and b roadness of the i r  ski l l  

base . 

However, p romot ing latera l ly rather than a h ie rarchical m ove can 

cause issues if the employee has not accepted that career 

development is tak ing p lace with i n  one organ isational level ,  rather 

than  up  a career " ladder" .  In add ition ,  lateral p rog ression can 

• tracki ng p rog ress by the degree to wh ich career 

decis ions satisfy persona l  needs ,  assuming that they wi l l  
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viewed negative ly among emp loyees ,  especia l ly when it is 

i ntroduced at a t ime of restructuri ng or downsizing . Also managers 

can often oppose latera l  moves or  secondments , wanting to hang on 

to valued employees and on ly " let go" the poor performers , wh ich 

again strengthens the negative perceptions of latera l moves . 

However, bes ides learn ing  new ski l l s  and ga in ing new experiences, 

latera l and horizonta l moves can provide the foundat ion for futu re 

vertical moves to take p lace .  Research conducted by Ha l l  ( 1 985) 

has helped to develop some strateg ies that organ isations can th ink  

about when consider ing the career development of  staff with in  flatter 

organ isat ions ,  where careers a lso have the potential to p lateau . 

Borrowed from Hal l  ( 1 985) , these i n cl ude 

• I ntroduc ing po l ices faci l itat ing lateral or  cross functiona l  

m oves e . g .  a l lowing people who elect to move latera l ly to 

retai n  the i r  po ints and salaries making  the moves easier. 

• Leg it im is ing  and p romoting s low career advancement to help 

emp loyees focus on the i r  cu rrent job wh ich a l lows them to 

ga in  job mastery and the development of sk i l ls .  

• Job redesign and tra i n i ng  e .g . a variety of activities such as 

mentoring  or serving  on p roject teams can be particu larly ski l l  

en hanc ing . 

• Sk i l ls  based and not position  based career paths which 

i nvolve creat ing job sequences, where once an emp loyee 

ach ieves the mastery level in one path , they then move to the 

bottom of another job area and start aga in .  As employees 

move from one function and role  to another, they experience 

career development even if may be taking a temporary 

demotion .  

• Creating more p roject type ro les wh ich meets both the 

o rgan isations needs to create flexib i l ity and i nformation 

shari ng ,  with the em p loyees needs to ga i n  b road based 

experience.  
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• Period ic rotat ion of techn ica l  specia l ists to a l low development 

of new ski l ls in d ifferent a reas . 

• Temporary moves to a l low the opportun ity to experience a 

new a rea and acqu i re new ski l ls and experiences. 

• Downward moves wh ich  cou ld he lp an emp loyee overcome 

bei ng "stucks" i n  a dead end career path . 

• Faci l itati ng  job switches as a cost effective way of a l l owing  

new learn ing  and p rovid ing chal lenge . 

• loan ing  emp loyees by moving someone from an overstaffed 

department to an  u nderstaffed department. 

• Payin g  the person not the position  where pay rises are based 

on performance and ski l l  leve l rather than position .  

3 . 1 0  Fac ing a plateau i n  a career d evelopment cycle 

One of the m ost typ ica l  ways of describ ing career development is a 

constant movement and h iera rchical g rowth . However, many 

emp loyees a re faced with a p lateau i n  their  professiona l  l ife . 

either does not offer any further development or  p rog ress ion ,  or  if 

there is any ,  it i s  l im ited . It has been assumed that managers 

whose career development has "sta l led" would have " lower job 

performance ,  lower motivat ion and satisfaction ,  bad attitudes and 

behaviou r i n  non-work factors and lower rat ings of their own jobs" 

(Slocum et al 1 987 ,  p 33) , but a study by Near ( 1 984) found that 

a lthoug h  managers whose careers had p lateaued worked less hours 

and  had h igher  rates of absenteeism than non-p lateaued managers ,  

they d id not have worse attitudes or work behaviours .  Furthermore, 

they were ne ither less m otivated nor satisfied than  the ir  peers.  They 

d id thoug h rate the i r  ro les as less cha l leng ing and satisfying .  On the 

other hand i n  a fu rther study,  Near ( 1 984) found that a large 

percentage of "stuck" managers c la imed to be very happy with thei r 
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present posit ion and felt they were h ig h ly successfu l and motivated 

to perform thei r  ro le .  

Career p lateau ing can have su bstant ia l  psycholog ica l  and physical 

i nfluence on emp loyees but can be overcome by expanding an  

employee's theoretica l and  p ractica l knowledge ,  ski l ls and  ab i l it ies. 

In add ition ,  "by u nderstand ing the phenomenon of career 

p lateau i ng , an i nd iv id ua l  can beg i n  to l ook at career strateg ies to 

improve the i r  career opportun ities with or  outside of the 

organ isation"  (App lebaum and Santiago 1 997 p .  1 1  ) .  

3 . 1 1 .  The i nfl uence of pub l ic  sector  val ues and needs 

Research has suggested that pub l ic sector employees are l ess 

motivated by career development compared to the i r  p rivate sector 

cou nterparts (Wi l lem et a l  201 0) .  I ndeed , contemporary research of 

pub l ic  sector motivat ion identified fou r  main d i mensions of 

m otivatio n  of the employees with i n  th is sector: attraction to pub l ic 

po l icy making , commitment to the pub l ic i nterest and civic d uty, 

compass ion and self-sacrifice (Perry 1 996) . On the basis of th is  it is 

possib le to describe the pub l ic  sector motivation as g iv ing p riority to 

i nterna l  ( re lated to the task performance) rather than external  

rewards (Perry 1 996) . 

Researchers have a lso noted that competencies development has 

a lways been considered as be ing very s ign ificant in the pub l ic 

sector .  However ,  the p rob lem here has been that just i nd iv idua l  

competencies that  are necessary either  cu rrently or  strateg ical ly for 

the p u b l i c  sector, tend to be developed without taking into 

cons ideratio n  the competencies gaps relevant for the i nd ividua l  in 

the i r  career. 
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3 . 1 2 Career success 

Many stud ies investigated career stages and career paths (Jepson 

and D ickson 2003,  Baruch 2004) but few stud ies examine the 

organ i sationa l  and i nd ivid ua l  outcomes resu lt ing from career  

deve lopment (App lebaum et a l  2002 , Chen et a l  2004) .  Part of the 

outcome of career deve lopment must be career success as seen by 

both the emp loyee and organ isation .  Organ isational  researchers 

have beg u n  to d eve lop prog ressively more comprehensive models 

of career success, us ing demograph ic, human cap ita l ,  work-fam i ly ,  

motivationa l ,  organ isation and i ndustry variables (e. g .  Dreher and 

Ash 1 990 ;  J udge and Bretz 1 994 ; Ki rchmeyer 1 998) . In  trying to 

defi ne caree r  success Seibert and Kra imer (2001 ) p .  2 suggest that 

it is  the "positive psycholog ical and work-re lated outcomes 

accum ulated as a resu lt of one's work experiences . "  However, 

Arthu r  et al (2005) and Hes l i n  (2005) contend that the construct of 

ca reer success is more comp lex and multi-d imensiona l  today than it 

was earl ier , because of the d emog raph ic changes in the work force 

and chang ing  o rgan isationa l  structu res . 

Organ isationa l  research has also m oved toward the use of a set of 

extri ns ic and  intri ns ic outcomes as measures of career success 

(e . g . ,  J udge and Bretz 1 994 ; J udge et a l .  1 995 ;  Ki rchmeyer 1 998; 

Seibert et a l  1 999 ;  Tu rban and Dougherty 1 994; Wayne et a l  1 999) . 

Barnett and  Brad ley (2007) suggest that a d ist inction can be made 

between objective and subjective i nd icators of career success . 

Seibert and  Kra imer (200 1 )  contend that objective career success 

refers to the work experience outcomes such as status ,  p romot ion 

or  salary and Gatticker  and Larwood ( 1 988) agree that much of the 

trad itiona l  career research focused on these objective methods of 

ca ree r  success .  The dominance of h ie rarch ica l  o rgan isations 

suppo rted th is ,  where emp loyees career success was largely 

d efined by p romotion ,  ran k  and retention  (Ha l l  and Chand ler 2005) .  

However ,  a number  of  stud ies (Powe l l  and Main iero 1 999 ;  Stu rgess 
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1 999) have fou nd that defi n ing caree r  success in  terms of pu rely 

externa l  and objective terms is  not cong ruent with what many 

manager and p rofessiona ls (especia l ly women) feel about their  own 

ca reer success. I n  contrast , subject ive career success refers to an 

i nd iv id ua l 's  eva luation of thei r  ca reer prog ress and anticipated 

outcomes, in re lation  to the i r  own goals and asp i rations (Se ibert and 

Kra imer 200 1 ) where the crite rion is internal rathe r  than externa l ,  

with o utcomes such as new ski l ls ,  work-l ife balance ,  chal lenge and 

pu rpose (Gatticker and Larwood 1 988) . Th is approach is consistent 

d i rection  (Ha l l  and Chand le r  2005;  Ha l l  and M i rvis 1 995) . H owever, 

career scholars arg ue that these are associated but d isti nct 

constructs (Aryee et a l  1 994 ; Ha l l  1 976; Wayne et a l l  1 999) and that 

both measu res are sig n ificant because togethe r, they reflect not on ly 

conventiona l  standards  of success, but also fee l ings of success 

re lative to an i nd iv idua l 's own goals and expectations (Judge and 

B retz 1 994 ; J udge et a l  1 995;  London and Stumpf 1 982; Seibert et 

al 1 999) . 

with the change i n  career context ,  where i nd ivid uals are expected to 

self-manage their  own careers ,  rather than re ly on o rgan isationa l  
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Chapter 4: Research Methodology 

In  th is chapter I d iscuss the research methods used for the p roject 

and the justification for the selection of methods I chose, together 
f 

with a critique .  It a lso d iscusses methods that I d i dn 't usecf with 

justification  of why I d id not select them.  

This p roject eva luates career development with in  a pub l ic secto r 

o rgan isation , both from an i nd ivid ua l  and organ isationa l  perspective. 

It seeks to u nderstand the perceptions of non-un iformed l i ne  

managers of their  career development with i n  a n  o rgan isational 

context at CFRS ,  as wel l  as exp lori ng  the o rganisation 's career 

deve lopment a rrangements for its non-un iformed l i ne managers .  

I n  qua l itative research , the researcher themself is an  instrument 

(G lesne 1 999) .  I ,  the resea rcher i n  th is study ,  am a Recru itment 

Manager  with an  i nterest i n  ca reer development. The top ic  was 

i nsp i red by a meeti ng  between the Lea rn ing  and Development 

Manager and Human Resources Bus iness Partner  and I ,  where 

career deve lopment with i n  the o rgan isation  was being d i scussed . 

The topic of conversation  focused a round u niformed managers' 

career deve lopment and a leadersh ip  and management 

deve lopment p rogramme that the o rgan isation had decided to run .  

Non-un iformed person nel had not b e  i ncluded i n  the p rog ramme 

and I asked the question as to  what the  organ isationa l  posit ion was 

with rega rds to non-un iformed l i ne  managers career deve lopment 

and if the organ isat ion understood how non-u n iformed l i ne 

managers felt about  the cu rrent arrangements for thei r career 

deve lopment. Th is d rew a b lank  and thus the selection of the focus 

a reas for the research was formed . 
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4. 1 Secondary data col lection process : 

I d iscussed the natu re of the research with col leagues which 

a l lowed p ractica l  ideas and suggestions to be identified but a lso 

opened u p  new avenues of thought. I then d iscussed the topic with 

lectu rers to a l low the clarificat ion and  narrowing  down of the 

research question . On l i ne searches were conducted to defi ne the 

objectives and scope of the subject. By conducting  the review of 

l iteratu re , the d i rect ion of the research changed several times 

(Buzan 1 995) and once the pr imary research data had been 

gathered it g ave a fu rther change to the d i rection of the research .  

Once I h ad comp i led the research p roposa l ,  I then cond ucted the 

l iteratu re review,  in  order to d i scuss the theories and ideas that 

cu rrently exist with regard s  to ca reer  development, and to form the 

basis of the paper.  E lectron ic and paper based journals and books 

were the mainstay for th is review. 

I n  o rder  to look for secondary data , I used tertiary data sources such 

as i ndexes and l ib ra ry cata logues. This p roduced newspaper 

artic les , books, jou rna ls ,  fu rthe r  l i b ra ry sou rces and i nternet 

add resses. I a lso i nvestigated documentary data contai ned with in  

the o rgan isation such as the organ isations i ntranet s ite ,  i nternet s ite ,  

HR d atabase , appraisal  documentation and pol icy documents .  Th is 

assisted me i n  sett ing  the organ isationa l  context and particu lar 

characteristics h igh l ig hted i n  the report , together with corroborating 

and augment ing evidence from other  sou rces . 

4.2 Primary data col lection process 

The research is achieved th rough exp loratory ,  inductive proced ures 

and emphasizes processes i nstead of ends (Merriam 1 988) . I 

decided to use an i nductive approach as I wanted to a l low my 

worki ng  h unches to be changed by the data I interpreted and as l 
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am not test ing the truth or otherwise of a hypothesis derived from 

the l iteratu re .  

The research strategy I adopted was an  i ntens ive rather than 

extens ive, mu lt ip le case study with i n  one o rgan isation  (CFRS) as 

"case stud ies i nvo lve m u lt ip le sources of information rich in context" 

(C reswe l l  1 998 ,  p .  6 1 ) .  Merriam ( 1 988) p. 1 53 states that "one 

se lects a case study approach because of an interest in 

understand ing  the phen omenon in a ho l ist ic manner" .  I selected this 

method as a strategy for conducting research , which involves an 

emp i rical i nvestigation of a particu lar contemporary phenomenon 

with i n  its rea l  l ife context, where the boundaries between the 

phenomenon and context are not clearly evident (Yin 1 994) . Even 

though  mean ings d rawn from th is case study are l im ited to the 

specific context ,  they cou ld he lp "alert researchers to themes or 

events wh ich m ight be common to s imi lar phenomena under 

d ifferent cond it ions" (Lecompte and Preissle 1 993 ,  p .  1 1  9) .  

I adopted a qual itative approach as  qual itative research uses a 

natura l ist ic approach to explore the data which better serves the 

needs of this research . Qua l itative research is based on the 

assumption that the world is not an objective one,  but exists in 

mu ltip le real ities or mu lt ip le facets . The research a rea is a h igh ly 

subjective phenomenon i n  need of interpretation rather than the 

mathematical measurement used by quantitative methods.  

Qua l itative data was generated by conducting face to face semi 

structu red interv iews,  i n  o rder that the main objectives cou ld be 

standard ised , but sti l l  a l low me the opportun ity to mod ify the 

questions as per the s ituation and leave more freedom for the 

i n terviewee to ta lk .  Through interviews , the researcher can enter 

i nto other  people's perspectives and understand how people make 

sense of their world and experiences (Restine 1 999) . The l ived 

experience and insig hts of the interviewees -a re released through  the 
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i nterview, (Rub in  and Rub in  1 995 ;  Kva le 1 996) and I tried to ga in  

access to  the world of the participants and thei r perspectives . I n  th is 

case , the respondents had varied experiences and attitudes toward 

career deve lopment,  and I wanted these detai led depictions of their 

experiences.  The i nterviews were therefo re used to c larify 

amb ig u it ies and to seek a g reater  depth of understand ing of 

people's thoughts and  fee l i ngs ,  in order to document experiences , 

mean ings and  critica l inc idents and a l lowed for  some cross 

com parisons to be made .  I n  add ition I fe lt that a h ig her response 

rate wou ld  be ach ieved , as most people have a genera l  awareness 

of what to expect. 

Fel l ow students were used to tria l  the interview questions to 

ascertai n  how long the inte rviews wou ld  need to be and to test the 

info rmation  ga ined from the q uestions .  The interview gu ides (see 

append ix B and C) were used to exp lore the main themes of the 

research . The topics i ncluded i n  the interviews were: 

• 

• 

• 

• 

• 

The concept of career development 

Organ isationa l  support 

What constitutes "good" ca reer deve lopment? 

Defin ition of "success" i n  terms of career? 

Benefits of o rgan isations investi ng i n  career development? 

The sample selection p rocess i nvolved non-p robabi l ity purposive 

samp l i ng in o rder  to both identify key i nformants and then to 

u ndertake a horizonta l s l iced sample approach , in order to select 

respondents because they he ld a certain position with i n  the 

organ isation .  By choosing th is method I fe lt that the data gathered 

wou ld reflect the perspectives that were re levant to the enqu i ry 

be ing u ndertaken .  The sample I chose for this research was based 

on the above and i nc luded : 2 newly promoted l i ne managers ,  2 l i ne 

managers who report i nto u n iformed members of staff and 7 l i ne 

managers with vary ing tenu re of l i ne management experience .  The 
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length of engagement of the samp le g rou p varied from 3 years to 1 5  

years ;  hence it was thought that whi lst some would have a long 

stand i ng perspective of the career development at  CF RS, others 

wou ld have more recent awareness of ca reer  development with i n  

other  o rgan isations .  Fu rthermore ,  the samp le was selected based 

on d ifferent people's career stages to enable a broader 

understand ing  of any influences th is may have. In add ition , the 

g roup were chosen to see if any d ifferences prevai led in those being 

managed by un iformed personne l ,  rather than non-un iformed . I n  

order to p rovide a n  overview on  what the organ isation's views of 

career development of its non-un iformed l i ne managers were , I 

inc luded 3 members of the Sen io r  Management Team (SMT) . The 

samp le was ma in ly female and comprised of 1 2  female with only 2 

ma les taking part d ue to the l im ited n umber of l i ne managers being 

male .  The age rang e  of the female employees was 27-52 and the 

male emp loyee 37-47 .  Al l of those who took part hold special ist 

management ro les . As suggested by Saunders et al ( 1 997) the 

advantage of send i ng  an  introd uctory letter and by com m u n icating i n  

advance of  the i nterviews tak ing p lace was that i t  i ncreased the 

response rate and addressed any eth ica l  concerns .  Th is sample 

rep resented 40% of non-un ifo rmed l i ne  managers and a l l  managers 

who I asked to take part comp leted the interview. 

The eth ics of the research were a lso considered . Before the 

i nte rviews took p lace , I sent a letter to those l ine managers and 

members SMT participating  exp la in i ng the purpose of the research . 

(See append ix D and E) . I t  a lso exp la ined how I was going to use 

the i nformation  obta ined ,  how it wou ld be stored , that the answers 

from the questions wi l l  be pub l ished and informed them that wou ld 

be g iven the chance to withd raw if they wanted at any poi nt. It 

stated that a l l  respondents wou ld be g iven the opportun ity to receive 

feedback on the information  p rovided and  a copy of the research 

and gave the assurance of the anonym ity of the information  

provided . I t  a l so  asked for consent before the commencement of 
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the i nterviews . I cond ucted a l l  interviews i n  a confidentia l setti ng 

and gave a copy of the lette r to the respondents pr ior to 

commencing the interview, reiterating  the pu rpose of the research ; 

informing them they cou ld stop and withd raw from the project at any 

point d u ri ng the interview. 

information ,  however, they were d ismissed as they cou ld lead to 

po larisation of op in ions amongst respondents , emp loy socia l 

des i rab i l ity b ias ,  not a l low for more i n -depth exploration of ind ivid ua l  

thoug hts and responses , part icipants may fee l  u ncomfortable 

d iscuss ing  qu ite personal issues as a g roup  and therefore may be 

more rel uctant in coming forward with the i r  own fee l i ngs and the 

la rge quantity of data gathe red may be hard to summarise and 

ana lyse. McCabe ( 1 997) suggests severa l qua l itative methods 

cou ld be combined to avo id rel iance on a sing le approach and 

wou ld  red uce potent ia l  b ias and increase va l id ity; however the mu lti 

method approach was rejected as the amount of data co l lected 

wou ld have taken a long t ime to ana lyse and wou ld not a l low a 

s ingu lar  i n  depth focus. Wh i lst it was accepted as a t ime-effective 

way of reach ing  a la rge n umber of participants ,  quantitative methods 

such as questionna i res or  surveys were also rejected as l im iti ng the 

in depth data that cou ld be col lected and that persona l  fee l ings and 

thoug hts were not easi ly ab le to be captu red . 

D ifferent types of i nterviews were a lso co nsidered . Structu red 

i nterviews i nvolve the inte rviewer us ing a p redetermi ned , 

standard ised set of i nterview questions that are asked in  consistent 

seq uence (Anderson 2009) . The q uestions are mostly c losed with a 

Other methods of data col lect ion were considered and d ismissed . 

Focus g roups were considered as a t ime-effective way of gather ing 

smal l  nu mber of open-ended quest ions to a l low the i nterviewee to 

expand on certa i n  po ints , b ut the emphasis is on easi ly quantifiab le 

i nformation .  On th is basis, it was not felt an appropriate method to 

use as the probing and free flowing element of the interview wou ld 
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be compromised , th us provid ing  the potentia l  fo r important data to 

be m issed . 

The analysis of the data was a n  i nteg rated and iterative p rocess and 

undertook an inductive approach to the enqu i ry .  Verbatim accou nts 

were recorded and t ranscribed . The process of transcrib ing a l lowed 

me to become acqua inted with the data (Reissman 1 993) . 

Class ifyi ng the data into categories before it was ana lysed , putti ng it 

i nto g roups of s imi lar  responses a l lowed the data to be workab le ,  

and coded by sentences and parag raphs ,  a lthough some 

subjectivity wi l l  a lways remain  (Cresswe l l  1 994) . The codes and 

catego ries were derived from the aims, objectives and research 

questions of the study. Eva luations of a lternative explanations led 

to the formu lation  of conclus ions on  the basis of l i ke l i hood and 

p lausib i l ity. 

Va l id ity is of primary importance i n  research (Merriam 1 998;  G lesne 

1 999) . The i nternal  val id ity refers to the fact that the research 

find ings a re congruent with rea l ity , and reflect what they are 

intended to eva luate (Merriam 1 998) . Merriam (1 998) argues that 

s ing le ,  fixed , objective phenomenon waiting to be d iscovered , 

observed , and measured as  i n  quantitative research " (p .  202) . 

Qua l itative researchers must try to p rotect the research i nteg rity and 

interpret what rea l ly happened objectively to overcome b ias . The 

i nterna l  val id ity is considered throug hout th is research and to ensure 

the i nternal  val id ity I used the fol l owing tech niq ues: 

• Member Checking. I n  th is research , the interview transcripts 

"one of the assumptions u nderlying qua l itative research is that 

rea l ity is ho l istic ,  mu ltid imensiona l ,  and ever-chang ing ;  it is n ot a 

were emai led back to each interviewee for the i r  feedback to 

ensure that the data co l lected was o bjective and represented 

what they had said . 
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.. Thick Description. A large part of the data ana lysis comprised 

of th is and th is deta i led description of the research data 

a l lows readers to enter the research context 

• Peer Viewing and Debriefing. Two fel low students reviewed 

and verified the data and interpretatio n  of the notes to ensure 

a rea l istic record of the data was made 

Chapter 5 :  Analysis and d iscussion 

As d iscussed in  Chapter 3 ,  I was cu rious to find out  how the 

organ isat ion currently support its non-un iformed l i ne managers' 

ca reer development, i n  order  to u nderstand if the o rgan isatio n  is 

cu rrently provid ing "good" career development these members of 

staff. Th is chapter p resents the research fi nd ings and are based on 

the views of the non-un iformed l i ne managers together  with the 

views of some of the Sen io r  Management Team with i n  the 

organ isation . 

The sam ple inc luded ind iv idua ls i n  a wide range of ro les and at 

proceed i ng with the ana lys is ,  I wi l l  mention that many of the 

respondent's accounts were contrad ictory. I i nterpret such 

contradictions  as ind ications of the d iffering  i nterpretation of career 

development, ro les , l ife stages and l i ne management styles . The 

categories that came from my analysis were : 

• The mean ing of 'ca reer' and 'career development' 

• Choosing one career 

• P lann i ng for one's career 

• Career management 

• Support from the organ isation 

• Li ne managers i nput 

.. The effect of the psychological contract 

d ifferent "stages" of their careers as wel l  as those with a variety of 

experiences of work ing for d ifferent organ isations .  Before 
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• The effect of where one is i n  one's l ife stages 

• The i nfl uence of d ifferent structu res 

• The fee l ing of being "stuck" 

• Career success 

• What "good" looks l i ke 

5 . 1  The mean ing  of  'career' and 'career development' .  

particu lar  topic ,  the find ings varied considerably. As the 

respondents i nterviewed a l l  held specia l ist roles , for most of the 

respondents , career was perceived to be a conti nuous movement 

with i n  the i r  chosen fie ld of specia l ism :  

As the secondary research has shown ,  the defin it ion of career i s  a 

comp lex one and that peop le inte rpret it i n  d ifferent ways . With th is 

"An opportunity to progress within my chosen field of 

professionalism". 

Resea rch suggests that career deve lopment often carries a strong 

overtone of upwards  movement and promotion . Some respondents 

a lso described career i n  trad itiona l  terms ,  i n  prog ressing in l i near 

stages as described by Super ( 1 957) and Levinson ( 1 978) with 

success being measured by performance and p romotion (Ha l l  

1 996) . 

"To me it's promotion. Starting off in a role and moving into a higher 

role either within that organisation or another organisation. I see 

career development very much as a hierarchical move up that 

career ladder.n" 

"An opportunity to progress to different levels or positions within the 

organisation that you are working within. Sometimes you progress 

in terms of developing more of your technical skills and sometimes 
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you could progress into more senior management roles. I see 

career development and promotion as linked together - career 

progression is the driver to career development.s" 

On the other  hand severa l respondents ta lked about career 

deve lopment in terms of self-satisfaction rather than l i near 

prog ress ion : 

"Career development is very individualistic and to me it's achieving 

my fullest potential and gaining experiences outwards, extending my 

depth of expertise in my chosen field - it's not necessarily climbing 

the career ladder" 

Th is wou ld  fit with the theory that people look for envi ronments that 

that a l low them to express the i r  attitudes and val ues, wh i lst using 

the i r  ski l ls and ab i l it ies and where they can be around others l ike 

them . Add it iona l ly ,  th is cou ld be attributed to the fact that the 

o rgan isation is  pub l ic sector and research has suggested that pub l ic 

sector employees a re less motivated by external rewards such as 

promotion .  I ndeed , severa l of the respondents made a point  in  

ta lk ing about p revious emp loyment ro les with i n  commercial/private 

sector organ isations ,  where the focus was on p rofit, as not 

appea l i ng  to them and them wanting a career e lsewhere. One 

respondent confi rmed : 

However ,  the fact that other respondents ta lked about external 

rewards in terms of salary and p romotion opportu n ities , wou ld 

suggest that not a l l  respondents have the motivations usua l ly 

associated with pub l ic sector employees . 
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"Career development has to be conducive with my personality and I 

need to be able to achieve personal satisfaction from work that is 

consistent with my morals and beliefs. I like the fact that I am 

making a difference!" 



5.2 C hoosing ones career 

By l isten i ng  to the respondents describ ing  what career meant to 

them , it was possib le to see that people may be matched to an  

occupation that's a good fit .  Parsons ( 1 909) suggests ind ivi duals 

may perform best and  the i r  p rod uctivity is h ighest when they are i n  

jobs best su ited to  the i r  ab i l it ies and  the respondents reported that 

they were at the i r  most p rod uctive when :  

"I can do the job to the best of  my ability and that I can get a good 

job done. I know that I can perform well so I have the confidence to 

give things ago which also means that I get job satisfaction" 

"I know that I am good at  my job so I am confident in getting things 

done and done well although I do recognise that there are always 

ways to improve 

Parsons a lso states that peop le choose the i r  careers best when they 

have an  u nderstand ing  of the i r  own i nd ividua l  aptitudes , i nterests 

and  persona l  ab i l it ies and can relate them to the jobs ava i lab le to 

them and the labour ma rket itself. Some respondents appeared to 

have a reasonab le appreciation of the local and to an extent the 

nationa l  job market, and were aware that to move forward they may 

have change and adapt to thei r ci rcumstances. 

"you need to look at what you need to learn, then work out how you 

learn it, where do you go to get that learning, who's going to help 

you do that - do you stay with the organisation that you are at or do 

you move to somewhere else who you think will give you this" 

Althoug h the samp le respondents va ried i n  length of service with i n  

the o rgan isation , they a lso recogn ised that career to them was not 

just about the i r  cu rrent  organ isation but a lso previous organ isations 

where they had ga ined ski l ls  and experiences. Several saw these 
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d ifferent experiences as being important to why they had chosen to 

work for the organ isation : 

" I  wanted to work for an organisation where I could use my skills and 

experience that I had gained elsewhere. My career is important to 

me and I appreciate that I may need to move from one organisation 

to another to gain the experience that I need to fulfil my plan" 

Some a lso appeared to have a good understand ing of their own 

ind ividua l  tra its and so were ab le to make informed occupational  

decisions :  

"I know what I like doing and what I enjoy. I also know what I am 

capable of and where I am not so good! Luckily I managed to find a 

job where I can combine what I like doing and get paid for it. I like 

helping others and working with people so this profession is ideal for 

me" 

"You need to choose a career that suits your skills and acknowledge 

your strengths and weakness and then develop these into where 

you want to go" 

I n  add ition severa l who he ld p rofess ional  qua l ifications,  reported 

that they had made an i nformed decis ion to stay and prog ress with i n  

the i r  chosen p rofession : 

"Once I realised I was good at this and it was something that I 

enjoyed, I wanted to be the best and be recognised and rewarded 

me" 
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for being a professional. Whilst I knew it was going to be a long, 

hard slog, I also knew that I would be respected by my peers and 

future employers for doing this and it would bring me long term 

gains. At the end of the day, it was something I wanted to do for 



5.3 Plann ing for one's career 

I n  l i ne  with the secondary research , I wanted to understand how the 

i nd ivid ua l  respondents p lan ned and imp lemented the i r  own career 

goa ls .  Many researchers a rgue  that career management and 

deve lopment requ i res i n itiative from both i nd ividua ls  as wel l  as 

organ isations .  Several respondents ag reed with th is :  

"I think I take ownership of my own career development. I don 't rely 

on an organisation to do this. I think they can support me but it's 

really down to me. " 

"You do your own career development. You have your game plan 

and there needs to be a supportive employer guiding your career, 

whether it is by coaching or training. You want your employer to 

recognise your skills and give you the opportunities to develop". 

Although most of the respondents open ly acknowledged that they 

needed to take persona l  contro l  over the i r  career, very few had any 

rea l  c larity on what these p lans wou ld i nvolve . When talk ing about 

how they came to be in  the i r  chosen career ,  some d escribed the 

route they had taken as be i ng "by pure accidenf' whi lst othe rs 

commented that 

"I didn 't really select the role for anything other than I fancied the 

look of it. I thought it matched my skills and experience so went for 

it.n" 

"When I started here the position was so niche I didn 't have any 

over bearing requirements of the role or career development. I was 

coming in to do the job well and go again - I was looking quite short 

term to gain experience and then move on to the next role.n" 
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"To be honest I haven 't really given this much thought as I am just 

getting on with the job. I guess whilst I am enjoying it and feeling 

" 

Whilst there seemed to be m ixed views on decid ing on  certa i n  

career paths ,  what appeared to  be cons istent was p lann ing for their 

careers : 

"When joined I didn 't have a formal plan. I was fed up in my 

previous role and saw the job advertised. I still don 't really know 

what I want for the role after this one. I don 't have a master plan . "  

appetite for p lann ing ahead with one newly promoted respondent 

reflect ing : 

I ndeed , many of the respondents i nterviewed seemed to have l ittle 

"I probably do have a plan which has changed over time. When I 

first joined the organisation I came in as a specialist but have 

progressed into a management role. I need to have a re-think now 

as I have taken a step up the ladder and I was focused on this so J 

need to now think what/where next. 

challenged I 'm not really thinking about that  next move.s

When d iscussing further with the respondents how they felt that their 

career had p rog ressed either with i n  th is organ isation or another 

p revious employer, many felt that: 

I can 't say I had an actual plan. I 

" 

"My career had just evolved. 

guess I was just in the right place at the right time.s

Whi lst many of the l i ne respondents inte rviewed spoke of career 

development and career p rog ress ion , what appeared to be constant 

was that very l ittle p lann i ng  was carried out, even on  a sem i-regu lar  

bas is and there were very few that had either formal o r  i nforma l  

ca reer p lans o r  i n  fact c lear  career goa ls .  There cou ld be a number  

- 55 -



of reasons for th is inc lud ing the motivations of those who work 

with i n  the pub l ic sector or it cou ld be i nfluenced by where the 

respondents are i n  thei r l ife cycle .  

5.4 Career management 

Accord i ng to Hal l  and Associates ( 1 986) and Martin et a l  (200 1 )  

career management can be seen to be a col laboration  between 

organ isations and employees ,  where o rgan isations attempt to match 

i nd iv id ua l  employee i nterests and capabi l ities with o rgan isationa l  

opportun ities, th rough  a p lan ned p rog ramme encompassing a 

variety of activit ies such as job rotat ions, career systems and other  

management tools .  I t  was therefore important to u nderstand how 

CFRS designed and implemented their career deve lopment 

p rog rammes for non-un iformed l i ne managers .  F rom my 

investigat ion severa l respondents seemed to feel that the 

o rgan i sation  had no  career development programmes in p lace for 

them : 

"There doesn 't appear to be any structured career development and 

I would like to see an opportunity for people to use their breadth of 

skills and experience. Just because you are in one role doesn't 

mean that you can't do another.n" 

I n  add ition , where they were development programmes for non

un iformed l ine managers ,  it appears that many of the respondents 

d id not th i nk  that the organ isation had matched the i r  ski l ls and 

asp i rations when des ign i ng them :  

"They don 't consider non-uniformed managers. The leadership and 

management development programme (LMDP) wasn 't aimed at us, 

it was aimed at those uniformed managers who are less comfortable 

and less competent managers. This just highlighted to me that 

there are 2 different levels within the organisation between the 
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uniformed and non-uniformed. They need to understand that  our 

development is different; we are starting from a different place. 

Non-uniformed staff have naturally more skills but it was aimed at 

the "mass" of uniforms. They need to provide less structured one off 

programmes, rather than a 'sheep dip ' approach and provide us with 

on the job stretching and learning as individuals.n" 

"I think it's been a waste of time [LMDPJ but I suppose they have 

made some sort of effort to develop us. 

focused and aimed at uniform. 

Trouble was, it was mainly 

They don 't seem to realise that most 

of us already have those skills and that they need to enhance them 

on a different level.n" 

5.5 Support from the organ isation  for career development 

Accord ing to the secondary research ,  o rgan isationa l  support 

comprises of both formal  strateg ies such as career p lann ing and 

tra in ing , and i nforma l  support such as mentoring , coach ing and 

networking  opportun ities (Ha l l  2002 ;  London 1 988) . I was therefore 

i nterested i n  the respondent's views of how they thought the 

organ isation cu rrent ly supported their  career development. Th is 

theme was one of the largest mentioned by the respondents who 

had m ixed views . Severa l respondents i nd icated that they had had 

l ittle support stating : 

"I don 't feel that I have had any career development.n" 

"I was in a position where I had to manage a department with no 

management experience and I could have done with that support.n" 

"I don 't feel they have supported me very well but perhaps I haven 't 

asked. I see a lot of it as my responsibility as I recognise the 

organisation isn 't going to do it.n" 
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"Even areas where I felt development was needed, I had to go and 

seek it. Even when it was clear that I needed support it wasn 't 

offered.n" 

From my i nvestigations ,  most respondents fe lt that they always had 

to approach the organ isation to obta i n  any form of development. 

Some respondents reflected that they had some o rgan isational  

support for the i r  career development i n  terms of cou rses, and that 

the organ isation was q u ite happy to fund courses for them . 

However, they appeared to fee l  that th is was not about career 

development from an organ isat ional perspective and that the 

organ isation  was not then making best use of the i r  new sk i l ls :  

"The organisation has supported me financially as they have 

The Service 

paid for 

my course, however, from a practical point of view I haven 't really 

been given the opportunity to apply what I have learnt. 

just seems happy to pigeon hole you. This doesn 't make sense to 

me, especially from a commercial prospective. I can put it on my CV 

though which is good, so I can get another job!" 

When consider ing p romotion as a form of career development, the 

majority of respondents i nd icated that they d id n't cons ider th is to be 

support from the o rgan isation  expla in i ng :  

"No that was a needs must move by the organisation, nothing to do 

with my career development. It was more by luck than judgement. 

I 'm a lucky victim of circumstance as there was an opportunity, they 

didn 't plan that though.n" 

"I know I was promoted to a management role and I will learn from it 

what I can, but I don 't feel that this is something that the 

organisation has supported me with from a career development 

point of view. It was circumstance.n" 
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moves. I was interested in the recent management job but it wasn 't 

published and when I asked, I hadn 't even been considered as I was 

in a specialist role . They didn't consider that I might have liked to 

move sideways to develop other skills. No one really knows what 

my previous career history was either and my manager has never 

As Maher (2009) suggests , areas where management can support 

employee development with i n  thei r o rgan isation i ncl ude offeri ng 

tra i n i ng in new ski l ls  and knowledge ,  deve lop ing and imp lementi ng 

cont in uous learn ing ,  and deve lop ing cross team and cross boundary 

learn i ng .  Many of the respondents p icked up  on  these areas: 

"The organisation needs to think about introducing more lateral 

asked what my career aspirations are.n" 

" The organisation has no concept of lateral development and how 

this would help with my role. Being able to learn about other parts 

of the organisation would have been a huge help.n" 

Severa l  respondents a lso i nd icated that the o rgan isation needed to 

decide whether o r  not that they wanted to deve lop the non

u n iformed personne l :  

''They need to consider if they want to develop our breadth and 

depth of expertise, as they would be effectively developing us out as 

there is nowhere for us to go. That's fine so long as it's a conscious 

decision but there is a risk to the organisation by doing this.n" 

"They need to be honest with us. We know there is a difference 

between how the uniformed and non-uniformed staff are valued 

within the organisation, but by being honest we could manage our 

expectations better.n" 
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It was important for me to understand how the organ isation viewed 

th is  po int and o ne respondent from the Senior Management Team 

expla ined :  

"We are not deliberately ignoring support staff although I appreciate 

they may feel like that. The majority of our staff are operational so 

naturally this has always been the focus. Interesting we are now 

having conversations on talent management and career 

development but the focus is on uniformed, they automatically think 

uniformed, so we need to work on that. I think tha t  we are getting 

there in terms of talent management and are getting a group 

together to look at this. I do acknowledge that the biggest influencer 

in terms of career development for non-uniformed staff seems to be 

circumstance and the business need at the time, it's not really 

planned. But it is accepted that we have some talented people in 

support (non-uniformed) and that they drive the organisation. 

Having said that in one breath, there isn 't the follow up in terms of 

any development or opportunities. I also appreciate there is a lot of 

closed door conversation 's, we do need to work on that too. I would 

like to see the proposals and ideas coming into practice. Its lacking 

in anything formalised.s" 

However another respondent i nd icated : 

"SMT's hands are tied. There is only so much that can be done to 

develop non-uniformed staff. It's easier to recruit into these posts so 

easier to fill shoes and roles. I think we have to accept that we can 't 

develop everyone to stay within the organisation, so we fully accept 

that we could develop them for them to leave. I don 't have a 

problem with that, although I am not sure that is supported by my 

colleagues.s" 

From the i nvestigation with the Sen ior  Management Team there 

appeared to be that there was a considerable amount of uncertainty 

- 60s-



surro u nd ing  how they fe lt the o rgan isation cou ld best support the 

career development of non-un iformed managers .  

5.6 L ine managers i nput 

considered . However, it was clea r from my investigation that l i ne 

manager' s  i nvolvement was a major i nfluence o n  the way the 

C I P D  in an executive b riefi ng (201 1 )  suggested that in order to 

del iver effective career management, both sen ior  and l i ne managers 

needed to be i nvo lved i n  the p rocess. Thei r view and one that is 

wide ly su pported by academics , is  that the key re lationsh ip in the 

career management framework is that between emp loyee and l i ne 

manager. From my investigat ion it appears that most respondents 

support that view: 

At the beg i nn i ng of the research , the amount of influence a l i ne 

manager wou ld and cou ld have on  career development was not fu l ly 

respondents viewed the i r  career development with i n  the 

organ isation .  This theme was the largest in the case study. The 

"I think a line manager can have a strong influence in career 

development. I develop my own staff all the time giving them 

confidence to learn more skills and do the job more effectively.s" 

I was surprised the majority of respondents reported that the i r  l i ne 

managers d id not have reg u la r  d iscuss ions with them regard ing the i r  

career asp i rations and what development m ight help them ach ieve 

these goals :  

"I  don 't have regular discussion regarding career development. My 

line manager took a stab in the dark and asked me if I wanted to go 

on a particular course 'as part of my development'. They didn't give 

a thought to the relevance of the course and no discussion took 

place regarding what benefit going on the course would bring to 

either me or the organisation. I suppose it was something though. "  
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Many respondents reported having a d iscuss ion at appraisal t ime; 

however saw th is merely as task that had to be completed rather  

than as a mean i ngfu l d iscussion :  

know that sounds harsh but it's true. " 

"We have a discussion at appraisal times, 3 or 4 things are put on 

the sheet and never visited again. It's just a box ticking exercise. I 

It a lso appears that the lack of u nderstand ing of job ro les by l i ne  

managers both un iformed and non-un iformed is  not he lp ing : 

"Here, there have never been any discussions about if had 

aspirations. As I don 't work in the operational side they have no 

understanding of what skills and experience I have that could be 

used elsewhere in the organisation. "  

"There is a Jack of recognition of skills and experience that you bring 

from outside and they don 't recognise the benefits these can bring. 

I suppose it's probably as my line manager doesn 't have that in 

depth knowledge of what I do.s" 

"I don 't get any feedback on the professional element of my role as 

my line manager has no experience of what I do. This makes career 

development discussions harder, resulting in no personal 

development plan being put in place.s" 

From the investigation  it a lso appears that the l i ne  managers do  not 

engage in  two way d ia logue ,  with many respondents ind icati ng that 

it is  them making the approaches and suggestions :  

"Some open dialogue with anybody would be useful! Even with the 

annual appraisal a lot of emphasis is placed on you and what you 

want. What I really want to say is 'you are managing me, do you not 

have a vision of what you think I could do and how to develop me?s"' 
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If I don 't get that then I 

Line management support as a d river  of engagement was picked up 

in  the l iteratu re and is  also g iven weight in  my i nvestigation with 

severa l respondents commenti ng :  

"It can be demotivating if your career is not being taken seriously.s" 

On ly one respondent appeared to report pos itive ly on  the i r  l i ne 

managers i nput i nto the i r  career development: 

"I think I have progressed well and this is down to the individual I 

have been working for. My line manager has been developing me 

and it does get mentioned in my one to one. Once they see I have 

mastered something and am doing well, they will give me more as 

they know what motivates me and they understand that I need to be 

challenged. They give me opportunities for growth and more 

responsibility.s" 

It appears that l i ne m anagers are expected to p lay a key part i n  

de l ivering  any  career support on offer. My  i nvestigation seems to 

show that the l i ne manager's lack of ski l l  in th is area is acting as a 

barrier to effective career management. 

5.7 The effect of the psycho log ica l  contract 

Secondary research has shown that job security l i nked to an 

i nteresting ,  cha l leng ing  job with access to career opportun it ies and a 

supportive l i ne  manager, p rovides the basis for an  engaged and 

productive workforce . From the p rimary research it appeared that 

many of the respondents were not cu rrently fu l ly engaged and 

acknowledge that th is  may be affecting the i r  performance :  

"I am looking for an opportunity to develop my role but it's not 

around getting a pay rise or promotion. 
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I am 

" 

respondents and that this makes a big d ifference to the i r  

commitment and engagement with the o rgan isation :  

would look somewhere else to get the exposure and support. 

dis-engaged with the organisation at the moment.s

This theme of feel ing va lued seemed to be supported by most of the 

"It goes in waves but I am not 1 00% committed. I can 't be as I keep 

looking to see what the outside world has to offer by way of jobs. I 

know that I am not as motivated as I should be but I don't feel 

particularly valued at the moment.s" 

"If an organisation is seen to be developing you, you feel that people 

more senior than you value your input and therefore value you. I 

think this makes you far more committed to that organisation. "  

I t  appears therefore that an organ isation that provides suppo rt fo r 

employee career development ,  creates a posit ive and supportive 

image of the organ isation to the emp loyees, wh ich i n  tu rn can 

positively im pact on performance and productivity as wel l  as staff 

tu rnover. 

5.8 The effect of where one is in  one's l ife stages 

It appeared from ta lk ing to the respondents ,  that where they were i n  

their  l ife stage had a sign ificant i nfl uence on the i r  career strategies. 

During the i nterviews, seve ral respondents talked about thei r  career 

asp i rations at d ifferent points i n  the i r  l ives in  terms of a ch ronolog ica l  

order .  When interviewing those respondents who had longer tenu re 

in  their  ca reer but wou ld  a lso be described by Super ( 1 988) as i n  the 

stage of "ma intenance" ,  it became apparent that a lthough there was 

evidence of continua l  adjustment to imp rove their position ,  th is had 

been ach ieved by tak ing on more respons ib i l ity , even though they 
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my career development. 

were p lan n ing  a l ready for an  early ret i rement and they tended to talk  

more in  te rms of  respect and se lf-bel ief: 

"I think the stage of life has definitely affected my career. A few 

years ago I felt that I had achieved what I wanted to achieve. I felt 

respected and recognised for my input and work and I realised I 

hadn't got anything to prove anymore, I wanted to be the best at 

what I do which is one of my personal drivers. 

On the other hand those respondents who wou ld be described by 

Super ( 1 988) as in the "estab l ishment" stage ,  suggest other factors 

incl ud i ng  gender and wanting a d ifferent work l ife ba lance may 

substantia l ly i nfl uence career choices and career d evelopment. A 

fai rly sen io r  respondent proposed that the stage i n  the i r  l ife : 

"Has definitely influenced my career aspirations as I decided to have 

children. I have put my career on hold as I want to take time to 

concentrate on my family. I have been wondering if by me taking 

time out and then working part time, has affected my career 

development and I would have to say that yes it definitely has, 

although I am disappointed to admit it.s" 

Another respondent who had p revious ly worked with i n  a large 

organ isat ion to ld : 

"Career success can be defined by the point I am in my life- cycle. 

Working part-time in my previous organisation definitely hindered 

It was set out in black and white to me 

when the HR Director told me 'part-time workers are a waste of 

space!s"' 

Whereas a fu rther respondent reported : 
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"I 'm not sure about my career now. 

priorities have changed. 

next level but now I am influenced by having 

I did want to progress up to the 

a family and my 

" 

However, when ta lk ing about career and career development with 

othe r  respondents who wou ld  a lso be considered to be in the same 

stage, the i r  focus appeared to be on bu i l d i ng  up the i r  ski l ls a nd 

experience ,  develop i ng new ski l ls and  identifying new tasks to work 

on , which is normal ly associated with the "maintenance" stage .  One 

respondent descri bed th is as :  

"A constant need to develop - it's that continuous development that 

appeals to who I am as a person as I can get bored and easily de

motivated. " 

Fu rthermore ,  those respondents with th is focus a lso appeared to be 

am b itious and wanting fu rthe r  h iera rchical  advancement and d idn 't 

cons ider lateral moves to conso l idate and enhance learn ing as 

ca reer  development .  

These find ings wou ld support the research wh ich suggests that 

i nd ivid ua ls have d ifferent expectations of career deve lopment at 

d ifferent points i n  the i r  career. However, it a lso suggests that 

variab les such as gender and work l ife ba lance impact on these 

stages as for example those male respondents i nterviewed d id not 

report the same influences as female .  Researchers such as 

Su l l ivan et a l  (2009) found that younger workers have h igher  

demand for work-l ife balance but th is  was not supported by these 

respondents . Externa l  influences such as fam i ly commitments or 

pr iorit ies seemed to have more impact on career development than 

age itse lf. 

5.9 The i nfluence of d ifferent structures 
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organisation. "  

From understand ing the d ifference between the un iformed and non

un ifo rmed structures with in  the organ isation ,  I was cu rious to see if 

the respondents thought th is had any bearing on  how the 

organ isation  developed thei r  careers . Th i s  d ifference in structure 

was apparent from the d ia logue ,  i n  terms of how the respondents 

viewed the i r  career development compared to that of the un iformed 

staff: 

'The organisation is focussed on the operational side of career 

development and progression. I think that's partly because that's 

where most of the staff are, but also because that is what they know 

as they have come up through the ranks themselves. " 

"I don 't get the same level of career development as I don't wear a 

uniform, so they don 't really understand or value what I do.s" 

Several respondents also ind icated that they accepted the fact that 

ca reer development was predominantly for that of the i r  u n iformed 

col leagues:  

"When I joined I didn 't expect much career development. It was 

clear that the hierarchical organisation and the opportunities to 

progress were for the uniformed staff and the view was that if the 

non-uniformed side wanted development, they had to get it outside. 

If they wanted promotion this would also be outside the 

Severa l respondents suggested that how the organ isation was 

structu red i nterna l ly was a lso affecting the i r  ca reer development: 

"I think the directorates restrict career development. Most senior 

respondents only look within their own directorates and aren 't really 

aware of the skill sets of those respondents who don't work in their 

"areas.s
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From my i nvestigation  it appears that the type of structu re of an 

organ isation and indeed , i n  th is case the flatter structu re, has some 

bearing on the perception of those i nd ivid ua ls working  with in it. One 

respondent su rmised that: 

"/ think there is something to be said about hierarchy. I think it helps 

that  you can work your way up and you can plan towards that. With 

the uniformed side of the organisation, the hierarchical structure 

allows for career development and a move up the ladder.s" 

This recogn ition of how the flat structure appeared to be restr icti ng 

career development for non-un iformed l i ne managers was h igh l ight 

by severa l respondents who commented : 

"In my opinion as there is no people strategy, the organisation does 

not have awareness or the structures and processes in place to help 

facilitate lateral career development but I think it could.s" 

1'1 know that the nature of my job role is an area of expertise but I 

don 't feel the organisation necessarily thinks about or supports 

those opportunities to move laterally.s" 

However, not a l l  respondents seemed to th i nk  that lateral career 

development was the answer: 

"I think the non-uniformed side of the organisation is too small to 

have job rotation. I just can 't see how it would work as we all hold 

specialist posts which require a certain level of skill, experience and 

expertise. How could you realistically move someone around?" 

In add it ion some respondents seemed to see l ateral moves as 

negative , acknowledg ing : 
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"I know that it will arm me with a different skill set which I know will 

benefit me in some ways but it doesn 't offer the upwards 

progression in the organisation, nor does it make me more saleable 

outside.s" 

5.1 0 The fee l ing  of bei ng "stuck" 

The "career p lateau" was not a specific a rea that I was 

concentrat ing on o rig ina l ly i n  my investigation ;  however, it was a 

reoccurri ng  theme for the respondents therefore is  inc luded i n  my 

find ings .  Severa l respondents used the word "stuck" to describe 

how they were feel ing however; thei r views on  how that affected 

them were m ixed . Some respondents reported that they d idn 't fee l  

as  if they were stagnating : 

rather than somewhere else.s" 

Whist other respondents commented : 

"There is nowhere to go now; it's a closed door completely. I feel 

'stuck'. I can 't move laterally as I won 't really gain anything. I 

suppose they could expand my role but I just really can 't take on any 

more and they won 't take anything away to enable this. I know I 've 

been involved in project roles which are cross departmental but I 

don't really see how this has a bearing on my role and what I want 

to do. " 

"I don 't feel stuck. There lots of change so there is the potential for 

doing different things which will give me personal development. 

Those unknowns keep me interested and motivated. I don 't see it 

as "dead man 's shoes" but up skilling myself for the challenges here 

"I feel 'stucks

is nowhere for me to go.s

' now but I guess this all depends on how you view 

career progression. For me, I need to be able to move up and there 

" 
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Another  area that I hadn 't considered in my i n it ia l  research wh ich 

came up here ,  was how reporti ng i nto a un iformed l ine manager 

wou ld  affect career development. Severa l  respondents suggested 

that th is was also a reason for feel i ng  "stuck" : 

"I have enjoyed my time here and in terms of progress, I have 

moved into a managerial role but in terms of the structure, I have 

now hit a bit of a ceiling. By reporting to a uniformed line manager 

there is now nowhere to go.t" 

These feel ings of being stuck appeared to corre late with the 

respondents need to p rog ress up a career ladder and the i r  feel ings 

of success be i ng seen i n  terms of h ie rarch ica l p rog ression .  Severa l  

respondents acknowledged the fact that they wou ld have to  leave 

the o rgan isation i n  o rder  to "un-stick" the i r  careers ; h owever, there 

seemed no  rea l  appetite to actua l ly d o  th is? 

5. 1t1 Career Success 

When ta lk ing to the respondents regard i ng thei r understand ing  of 

career deve lopment, they a l l  made a l i nk  stra ight to career success. 

Th is wou ld seem to support the research that suggests that pa rt of 

the outcome of career deve lopment, must be career success as 

seen by both the employee and organ isation . Respondents talked 

about career success having to do with th ree d ist inct organ isational  

dependent outcomes : promotion ,  recogn it ion/appreciation and peer 

respect. Several respondents appeared to be focused on obta in ing 

recogn ition ,  appreciat ion and support from either the o rgan isation or 

from specific leaders with i n  it : 

"Career success is doing the best job I can and then having it 

recognised and valued by the organisation. " 
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"I like to know that the results of my hard work are appreciated and 

valued as this gives me a sense of achievement and a sense of 

being important.n" 

This was somewhat contrad ictory to earl ier  themes where extri nsic 

rewards d idn 't appear  to be h ig h  on the agenda for these pub l ic  

sector respondents . 

The other area that the respondents seemed to measure as 

success, was the perception of others in term of add i ng val ue to the 

organ isation :  

"Sometimes I care too much about what  other people think of  me 

which can put pressure on me. However, it is really important that I 

am perceived to be a professional and someone who is good at their 

job. "  

Ha l l  and  Chand ler (2005) suggested that career success was largely 

defined by p romotion and rank. Several respondents ta lked about 

ca reer  success as objective (Seibert and Kra imer 2001 ) and 

referred to career success as corre lati ng to outcomes such as 

status ,  p romotion or salary: 

"It's about moving up the ladder. I want to be a director but I know I 

need to take incremental steps. Career success means I have my 

own office with my name on the door. I would have close working 

relationships with senior people in the organisation who respected 

my advice and acted on it. I would be given responsibilities for 

starting initiatives with a financial element attached and an 

''To me I have really succeeded in a role when I am offered an 

opportunity for that next step on the ladder. In my eyes, promotion 

will always be the reward for good career performance.n" 
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"It does mean progress up the ladder but I don 't know if that's to the 

I want a 

opportunity to play squash!! As you can probably deduct, status is 

one of my definitions of success, as well as being well respected.s" 

I n  contrast the other  respondents referred to career success in  a 

subjective manner and refe rred to i nd ividua l  eva l uation of their 

career p rog ress and antic ipated outcomes , i n  re lation to the i r  own 

goals and  asp i rations (Seibert and Kramer 200 1 )  where the criterion 

is interna l  rather than externa l  with outcomes s uch as new ski l l s ,  

work- l ife ba lance ,  cha l lenge and pu rpose (Attacker a nd Garwood 

1 988) . One respondent comments : 

top. I haven 't quite worked out where the step will be. 

better work life balance. I don 't want to be working o ver the 

weekends for ever! " 

Whi lst other respondents exp la i n :  

"I'm not particularly influenced by hierarchical progression; it's more 

about me having a sense of being happy in the job and achieving 

and having positive feedback from colleagues. Success has always 

been about challenge, stretch and wanting to come to work. It's 

what a difference I can make .s" 

"To me success is doing an excellent job for the organisation. It isn 't 

all about money. I would expect to be paid for the role I am doing 

but to me it is all about what I am delivering.s" 

From my i nvestigation these more subjective measures of career 

success wou ld i nd icate the i nfluence of the i ntrins ic rewards often 

associated with pub l ic  sector workers , a lthough th is contradicts the 

view of many of the respondents who appeared to associate ca reer  

development with career p rogress ion  i n  a l inear sense. Using 

conventiona l  measu res of career success ,  I was surprised to fi nd 
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that i n  the i nterviews, the majority of l i ne respondents sti l l  u ltimately 

rated success as promotion , rank  or status . 

5 . 1 2 What "good" looks l i ke? 

Whi lst the respondents were m ixed in their  views of organ isationa l  

support ,  i t  was important for me to benchmark what the i r  views were 

of the current a rrangements aga inst what in the i r  m i nds ,  "good" 

career development looked l ike . I therefore asked a specific 

question  on what "good" looked l i ke to them.  I n  l i ne  with the fi nd ings 

of  a recent C I P D  report, for the majority of  respondents ,  the l i ne  

manager  seemed to be the b iggest i nfluence on  what they 

cons idered as "good" career deve lopment:  

"Having appraisals and personal development plans and a good line 

manager who is genuinely interested in developing someone, even 

if means that  person leaving the organisation or wanting their job!" 

"Good career development would be a line manager talking the time 

to get to know me and therefore us having a joint vision of where I 

was going or could go. By understanding my own individual goals, 

they could be put together with what the organisation can offer, in 

order to come up with a plan on how this can be achieved.n" 

"It needs to be structured not just a quick chat at appraisal time. 

There needs to be proper exploration of opportunities. There should 

be regular discussions like in the one to ones, not just requests for 

training courses. Career aspirations need to be talked about and 

then followed up. There should be opportunities that  you can 

present to them and them to you.n" 

Another  a rea that was h ig h l ighted as "good" by the majority of 

respondents was that the organ isation shou ld provide  the 

opportun ities to support career aspi rations by: 
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"Being given the opportunities to expand your knowledge of an 

organisation and work in different areas and by expanding 

responsibilities, so that you can gradually move up the ladder. " 

Many of the respondents a lso appeared to view "good" as the 

organ isation  recogn is ing thei r ski l ls and experience and 

acknowledg ing where best these cou ld be uti l ised . 

"I would like them to recognise that I have more to offer and to let 

me have the opportunities to use the skills and experience that I 

have gained from outside of the organisation.s" 

Some of the aspects of the psycho log ical contract were also 

appeared evident when the respondents were talking about "good" ,  

in  particu la r  the  feel i ng  that the  organ isation valued them : 

"If an organisation is seen to be developing you, you feel that people 

more senior than you value your input and therefore value you. I 

think this makes you far more committed to that organisation. "  

The respondent's views i n  th is area appeared fai rly consistent and 

focused around l ine management, organ isationa l  support and the 

organ isation  recogn is ing and va lu ing  them , by provid i ng 

opportu n ities for deve lopment wh ich i n  tu rn a l lowed success . 
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Chapter 6 :  Summary of the research and recommendations 

I wanted to exp lore the organ isation 's cu rrent career development 

arrangements for its non-u n iformed l i ne  manage rs and how these 

staff members viewed them . I n  add it ion I sought to understand what 

constituted "good" career d evelopment and whether the organ isation 

was cu rrently provid ing th is .  I also sought to understand whether by 

investi ng i n  career development for non-un iformed l i ne managers ,  

wou ld  bring tang ib le benefits to both the organ isat ion a nd the l i ne 

managers .  The summary therefore covers : 

• What the strategy is regard ing career development of 

non-un iformed l i ne  managers and how the o rgan isation  

cu rrently supports them 

• What constitutes "good" su pport for career deve lopment 

and whether the o rgan isat ion is  p resently p rovid ing th is 

• What the tang ib le  benefits to both the organ isation and its 

non-un iformed l i ne managers and possib le actions in  

o rder  to ach ieve th is 

I n  add ition it looks at the l im itat ions of the report and suggested 

areas for futu re research . 

One of the objectives of the research was to understand how the 

organ isat ion supports its non-un iformed l i ne  managers' career 

development and what, from an o rgan isat ion perspective, the 

strategy cu rrently is regard ing the i r  career development. Accord ing 

to Gutteridge ( 1 986) , employers a re motivated to estab l ish career 

development prog rammes because such p rog ram mes are seen as 

an effective response to various  personne l  p rob lems , because top 

managers p refer to p romote existi ng employees, to ensure a good fit 

between the work and the worker and because emp loyees h ave 

expressed interest i n  career deve lopment as a benefit. Above a l l  

"most organ isations adopt career development p rog rams i n  
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response to p ragmatic h uman resource concerns and because they 

bel ieve it wi l l  help ensure a contin ued supp ly of qua l ified ta lented 

personnel "  (Gutteridge 1 986 p 58) . However, wh i lst career 

development can be seen as essent ia l  for deve lop ing and susta in i ng 

organ isations i n  the long-term , effective career development is  often 

overlooked . I had a h unch that the Senior Management Team d id 

not have any rea l  thoughts o n  career deve lopment for the non

un iformed l ine managers ,  as they d id n 't see any rea l val ue in 

deve lop ing them . Th is appeared partly supported by the find ings ,  i n  

so much that they d id not have any strateg ies i n  p lace ,  nor 

h istorica l ly had any rea l  desi re to develop these l i ne managers .  

However, I was su rprised to  fi nd  that career development for non

un iformed l ine managers and staff in  genera l ,  was bei ng  d iscussed 

at a sen ior  level , with a certai n  leve l of comm itment a l ready i n  p lace 

to try and develop a strategy .  It was acknowledged that they d id 

"ta l k  a l ot" and that they now need to put i nto pract ice the proposals 

and ideas in  a more formal ised way but there appeared to be 

acceptance that the non-u n iformed managers were important to the 

organ isation and wh i lst they may u lt imately leave to pu rsue careers 

e lsewhere ,  if the organ isatio n  wanted to reta in some of the talent i n  

order  to  meet organ isationa l  needs ,  i t  needed to  p rovide rea l career 

development opportun ities .  The cha l lenge wi l l  be form u lating a 

cons istent ,  co l laborative and p roactive approach to manag ing 

careers of  these ind iv id ua ls i n  order  to meet a clear organ isational  

need . 

One of the other objectives was to u nderstand what constitutes 

"good" su pport for career development by employing  secondary 

research methods ,  i n  order to identify if the o rgan isation is p resently 

provid ing  "good" support. I n  add it ion I wanted to seek the views of 

the non-u n iformed l ine managers on what support they fee l  they get 

i n  re lation to their  career development with i n  the organ isation , and 
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constitute "good" includ ing :  career p lann ing ,  career management, 

career satisfaction ,  o rgan isationa l  support and l i ne management 

support. It also recog nised a n umber of a reas that cou ld  i nfluence 

"good" such as: the effect of the psychologica l  contract ,  flatter 

structu red o rgan isations ,  p lateau ing careers , l i fe stages and the 

extri ns ic versus intrins ic motivationa l  i nfl uences apparent in pub l ic  

sector workers . Whi lst there appeared to be l im ited evidence 

supporting a l l  of these areas , severa l themes were apparent. For 

examp le career p lann ing amongst the respondents appeared to be 

very low. Most of the respondents i nd icated l ittle  or  no career 

p lann i ng ,  suggesting that the i r  roles had evolved th rough 

ci rcumstance rather than forma l  p lann i ng .  However, one of  the 

major  themes to emerge from the pr imary research was the 

influence of the l ine manager on an i nd ividua l ' s  career development. 

asp i rations and how to develop these . The respondents appeared 

to feel q u ite passionate , that the l i ne  managers shou ld p lay a b igger 

part i n  the i r  career deve lopment .  They appeared to want more i nput 

from the i r  l i ne  managers ,  and  to work with them to understand what 

their i nd ivid ua l  strengths and weaknesses were , and then to suggest 

ways and fac i l itate opportun ities to develop these. However, the 

lack of l ine management engagement cou ld be down to a lack of 

competency and  ski l l  i n  ta l ki ng about career deve lopment as there 

was no evidence of any tra in i ng  i n  th is a rea or  i ndeed any focus on 

embedd ing  th is with i n  the norma l  performance management 

structu re .  

Another theme that a rose wh ich  i nfl uenced the respondent's view of 

what constituted "good" was organ isationa l  support for  thei r  

deve lopment. London ( 1 988) contends that organ isationa l  support 

comp rises both forma l  strateg ies such as career p lann i ng ,  and 

tra i n i ng  and i nformal  support such as mentori n g ,  coach ing and 

networking opportun ities . Other  researchers a rg ue that career 

The m ajority of respondents reported havi ng either no or no regu lar 

d iscussions with thei r l i ne manager in terms of the i r  career 
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management requires initiative from both individuals as well as 

organisations in order to offer the greatest benefit for both. Whilst 

the pri mary research provided evidence of where the respondents 

appeared to have shown initiative and ownership for their career 

development by requesting various forms of training and 

development activities, other than financial assistance it seems that 

there are no formal or informal strategies in place from an 

organisational perspective. It could be argued that due to the flatter 

structure of the organisation, vertical career progression is harder to 

implement, however, there is the option to look at alternative lateral 

career progression and development. This would help to reduce the 

feelings of many respondents that their careers were "stuck". From 

the primary research it also appears that the current directorate 

structure is somewhat of a hindrance in terms of cross directorate 

collaboration and this is an area that the organisation needs to 

consider when developing career development strategies. Many 

respondents cited the differences for career development 

opportunities and indeed career development generally in the 

separate directorates. 

The literature further suggests that career management can be seen 

to be collaboration between organisations and employees, where 

organisations attempt to match individual employee interests and 

capabilities with organisational opportunities, through a planned 

programme encompassing a variety of activities such as job 

rotations, career systems and other management tools, (Hall and 

Associates, 1 986; Martin et al 200 1 ). The primary research would 

indicate that this critical part of organisational support and 

management is missing. 

One of the largest influences on the individual's perspective of 

"good" career development appeared to be where they were in their 

life stage. Career aspirations and visions of career success varied 

between respondents depending upon whether they were at the 
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Considering other forms of career development as suggested 

by Ha l l  ( 1 985) such as :  

estab l ishment or  maintenance stages as defi ned by Super ( 1 957) . 

However, u n l ike Super's  theory ,  they appeared to fol low a 

ch rono log ical order but were not specifical ly age related ; rather they 

appeared to be influenced by external factors such as fami ly 

commitments and priorities. 

Based on the find ings in this report ,  the tang ib le benefits to both the 

organ isation and its employees are qu ite clea r. I ndeed , the 

l iteratu re suggests that organ isations that invest in career 

management are more l i kely to i ncrease employee's job satisfaction 

and therefore engagement and performance .  The respondents 

appeared to support th is ,  ind icati ng that fee l ing valued and 

supported in thei r  career was a positive infl uence on whether they 

fe lt committed and engaged to the organ isation . In addition to 

benefiting the employees , the positive organ isational outcomes 

inc lude g rowing scare ski l l s ,  deployi ng existing ski l ls more flexib ly 

and motivating employees . 

I n  l ig ht of the find ings I wou ld  therefore suggest that future actions 

for the organ isation should inc lude :  

• Design ing and imp lementing  a people strategy, includ ing a 

p rogramme of activities for career development. Th is wou ld 

enhance the psycholog ica l contract p rovid ing a sense of 

val ue ,  comm itment and engagement thus enhancing 

p roductivity and performance .  

• The re-structur ing of the n on-un iformed support services so 

that they sit i n  one d i rectorate . This wou ld a l leviate some of 

the cross boundary issues that have been identified and al low 

for the organ isation to introduce forms of lateral career 

development. 

• 
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■ Introducing polices facilitating lateral or cross functional 

moves. 

1111 Introducing formal mentoring and coaching schemes to 

enable individuals to have someone to one development 

away from the more formal training courses and their 

line manager. 

■ Creating more project type role to create flexibility and 

information sharing and allow for l ine managers to gain 

more broad based experiences. 

■ Facilitating secondments as a cost effective way of 

allowing new learning and providing challenge. 

■ Investigating the opportunity for reciprocal external 

secondments with either partner agencies or other 

suitable employers. This would allow skills and 

knowledge sharing together with the opportunity to seek 

out best practice within other organisations with a view 

to bringing it back to implement w ithin the organisation . 

" Up-skilling and training managers in order that they can play 

an effective part in employee development. 

" Encouraging employees to have informal as well as formal 

career discussions with a range of people who could help 

them. 

It should be noted that this research has limitations which are 

related to sample size and the analysis . Providing detailed 

qualitative analysis on one organisation has the principle drawback 

of non-generalizabil ity. The interpretation of the results , therefore, 

has to be careful and context sensitive. In addition the research 

was conducted by one person therefore cou ld also be seen to have 

bias. Furthermore, the sample selected was quite small and 

although representative of the total number of non-uniformed line 

managers within the organisation , was mostly made up of women, 

who it could be argued held a different view point to their male 

counterparts . However, the emerging rich data was the basis for a 
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number of consistent themes that may help other researchers to 

form u late top ics and areas to exp lore .  

On  reflectio n ,  the decision to  cond uct q ua l itative sem i-structu red 

i nterviews worked wel l ,  as it gave the respondents an  opportun ity to 

ta lk  openly about the i r  fee l i ngs  and a l lowed for them to take the 

conversat ion in a way that they wanted to . On occas ions th i s  did 

lead to information being g iven that was not d i rectly re levant to the 

research , however, this he lped contextual ise some of their  feel ings 

and a l lowed them to feel that I was i nterested i n  what they had to 

say. Al l of the respondents appeared to be honest with me and th is 

made me chal lenge some of my preconceptions .  For examp le ,  I 

had suspected that a certa i n  senior manager had regu lar  

d iscussions with the i r  staff regard i ng thei r  ca reer development, as 

some had indeed been e ither p romoted or g iven wider rem its and 

more respons ib i l ity with i n  thei r existi ng ro les . However ,  when 

d iscuss ing the ir  views on l ine management i nput i nto their career 

deve lopment, a l l  of these respondents confi rmed that they d id not 

have regu lar ca reer development d iscussions and that they fe lt that 

the i r  enhanced job ro les were more to do with c ircumstance than 

career development. What d id n 't wo rk as wel l  as it cou ld  have done 

was the sample of the sen ior management team .  I had chosen the 

sample as they were non-u n iformed , however, in h i nds ight it wou ld 

have been interesti ng  to i nterview the u n iformed members , i n  order 

to see if there views d iffered to that of the i r  non-un iformed 

cou nterparts . 

I n  o rde r to enhance the research fu rther, future research should 

inc lude case stud ies with other F i re and Rescue Services to 

u nderstand whether the fi nd ings i n  th is research are representative 

genera l ly of career development for non-un iformed l i ne managers 

with i n  the support services ,  or whether it is  organ isation specific. 

Fu rthermore ,  to provide triangu lation  it wou ld  be benefic ia l  to 

conduct a case study with i n  both a flat structu red private sector and 
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a th i rd sector organ isation , to cons ider whether  some of the fi nd ings 

can be specifica l ly attributed to the pub l ic sector or whether i t  is  flat 

structu res i n  genera l .  
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Append ix 8 - I nterview Gu ide for Line Managers 

Introd uction 

Thank you for taking the time out to talk to me today. The purpose of 

today's session is for me to understand your thoughts and feel ings with 

regards to the topic I am researching for my dissertation. 

Whi lst any information that you give me wil l be posted anonymously to 

protect your identity and maintain confidentiality , you need to be aware 

that the answers from the questions I ask you wi l l  be published . The 

protected to ensure no one else has access to the information and is 

used solely by me. You wil l be given the opportunity to receive 

feedback on the information you have provided and a copy of the 

research if you would l ike. You can stop and withdraw from the 

process at any point. To avoid me having to spend the whole time 

writing notes, I would l ike to record the interview to transcribe 

afterwards. The tape wil l  then be wiped. Would you be happy for me 

to do this? 

I have a sheet here which I need you to sign please, to confirm that 

give permission for the data I am about to col lect can be stored and 

Have you any questions? Are you happy to proceed? 

data will be stored in accordance with the Data Protection Act. The 

computer used to store and write up the information, is password 

used in the project. 

Context and overview of subject 

As you are aware, my dissertation concerns the career development of 

l ine managers within a publ ic sector organisation, specifical ly with in 

CFRS. 

Part of my role as recruitment manager involves the management of 

staff from the attraction and recruitment stages through to how we 

retain them and by doing so what opportunities we can offer to staff. 
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Therefore I am interested in what you 

Whilst career development is highly visible for uniformed line 

managers, I am interested in how the organisation currently supports its 

non-uniformed l ine manager's career development and as such what 

you as non-uniformed line managers think of the current arrangements 

for your career development . In addition I would like to understand how 

you feel the organisation supports you with your career development 

and what constitutes "good" career development to you. 

Finally I am interested in whether investing in career development 

would bring tangib le benefits to both the organisation and you i .e .  is 

there any point to the organisation investing in career development for 

non-uniformed members of staff. 

th ink regarding the organisation investing in your career development. 

I will be asking the Senior Management Team this to. 

The interview contains 5 main questions and should take about 1 hour. 

J ust to remind you I wil l  be recording this interview to transcribe 

afterwards. The tape will then be wiped. Are you still happy with that? 

Have you any questions before we begin? 

Questions 

Question 1 

does it mean to you? 

What do you understand by the concept of career development - what 

Question 2 

you with your career development? 

How well do you feel the organisation has supporled you or supporls 

How 

Question 3 

would you describe "good" career development? 
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Question 4 

How would you define "success" in terms of your career? 

Question 5 

Can you describe what you think the benefits would be to both you and 

the organisation of them investing in your career development? 

That is the end of the interview ,  is there anything else that you would 

like to add? Thank you very much for your time. I will now transcribe 

the interview for inclusion in my dissertation and please do let me know 

if you would l ike a copy. 
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Appendix C - I nterview Guide for the Sen ior Management Team 

(SMT) 

In troduction 

Thank you for taking the time out  to talk to me today. The purpose of 

today's session is for me to understand your thoughts and feelings with 

regards to the topic I am researching for my dissertation. 

Whilst any information that you give me will be posted anonymously to 

p rotect your identity and maintain confidentiality, you need to be aware 

that the answers from the q uestions I ask you will be published. The 

data will be stored in accordance with the Data Protection Act. The 

computer used to store and write up the information is password 

protected, to ensure no one else has access to the information and is 

used solely by me. You will be given the opportunity to receive 

feedback on the information you have p rovided and a copy of the 

research if you would like. You can stop and withdraw from the 

p rocess at any point. To avoid me having to spend the whole time 

writing notes, I would l ike to record the interview to transcribe 

afterwards. The tape will then be wiped. Would you be happy for me 

to do this? 

I have a sheet here which I need you to sign please to confirm that give 

permission for the data I am about to collect can be stored and used in 

the p roject. 

Have you any q uestions? Are you happy to proceed? 

Context and overview of subject 

As you are aware, my dissertation concerns the career development of 

line managers within a public sector organisation, specifical ly within 

CFRS. 
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Question 1 

Part of my role as recruitment manager involves the management of 

staff from the attraction and recruitment stages through to how we 

retain them and by doing so what opportunit ies we can offer to staff. 

Whilst career development is highly visible for uniformed l ine 

managers, I am interested in how the organisation currently supports its 

non-un iformed l ine manager's career development and as such what 

you as a member of the Senior Management Team think of the current 

arrangements for non-uniformed l ine managers career development. In 

addition I would l ike to understand how you feel the organisation 

supports these l ine managers with their career development and what 

you feel constitutes "good" career development from an organisational 

perspective. 

Finally I am interested in whether investing in career development 

and the organisation i .e. is there any point to the organisation investing 

in career development for non-uniformed members of staff. Therefore I 

am interested in what you think regarding the organisation investing in 

non-uniformed l ine managers' career development . 

The interview contains 5 main questions and should take about 1 hour. 

afterwards. The tape will then be wiped. Are you still happy with that? 

Have you any questions before we begin? 

Questions 

would bring tangible benefits to both the non-uniformed line managers 

Just to remind you I will be recording this interview to transcribe 

What is the current strategy regarding career development for non

uniformed line managers within the organisation ? 
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Question 2 

How well do you feel the organisation has supported or supports its 

non-uniformed line managers' career development? 

Question 3 

How would you describe "good" career development from an 

organisational perspective? What constitutes "good" to you from an 

organisational viewpoint? 

Question 4 

organisational point of view? 

What does "success" in terms of career development look like from an 

Question 5 

Can you describe what you think the benefits would be to both the 

organisation and the non-uniformed line manager of the organisation 

investing in their career development? 

That is the end of the interview, is there anything else that you would 

like to add? Thank you very much for your time. I will now transcribe 

the interview for inclusion in my dissertation and please do let me know 

if you would like a copy. 
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Appendix D - Letter to non-un iform ed l ine manager participants 

Dear . . . . . . o. . . .  . 

I am currently undertaki ng an MSc i n  Human Resource Management 

and as part of this, I am conducting research as part of my dissertation. 

My dissertat ion concerns the career development of l ine managers 

within a publ ic sector organ isation, specifically with in  CFRS . Whilst 

career development is highly visible for un iformed l ine managers, I am 

interested i n  how the organisation currently supports its non-un iformed 

l ine manager's career development and what the current arrangements 

are for non-un iformed l ine manager's career development .  I n  addition , 

I am seeking to understand how the organ isation supports these l ine 

managers with their career development and whether by i nvest ing in 

career development would bring tangible benefits to both the non

un iformed l ine managers and the organisation . 

I i n tend to conduct the research by way of interviews and as a non

u n iformed l ine manager I would be really grateful if you were able to 

spare me the t ime to take part. 

Whilst any information that you give me will be posted anonymously to 

protect your identity and maintain confidentiality, you need to be aware 

that the answers from the questions I ask you will be published . You 

will be given the opportunity to receive feedback on the information you 

have provided and a copy of the research if you would l ike .  Please be 

assured that you can stop and withdraw from the process at any point .  

The i nterviews should take approximately 1 hour to complete and 

intend to do them off site to maintain confidentially . If you would be 

happy to participate, please can you let me know so that I can arrange 

a time that is conven ient? 
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I wou ld a lso be g ratefu l if you wou ld s ign and retu rn the confi rmation 

s l ip to me ,  pr ior to the i nterview. 

If you have any questions ,  p lease g ive me a cal l  and thank you i n  

anticipation .  

You rs s incere ly 

Cath ie Smith 

Recru itment Manager 

I hereby confi rm that I am happy to participate i n  the research for 

Cath ie Smith 's d issertation  on the career development of non

un iformed l i ne  managers at CFRS.  

Name:  

S ignatu re :  

Date : 
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Appendix E - Letter to the Senior Management Team partic ipants 

Dear . . . . . . . . . . . 

I am currently undertaki ng an MSc i n  H uman Resou rce Management 

and as part of th is  I am conduct ing research as part of my d issertation . 

My d issertation concerns the career development of l i ne managers 

with i n  a pub l ic  sector organ isation , specifica l ly with in  CFRS.  Wh i lst 

career development is h i gh ly v is ib le for un iformed l i ne  managers ,  I am 

i nterested in  how the organ isation currently supports its non-u n iformed 

l i ne manager's career development and what the current arrangements 

fo r non-un iformed l i ne manager's ca reer development a re .  In add ition I 

am seeking to understand how the organ isation supports these l i ne 

managers with the i r  career development and whether by i nvesti ng i n  

career development wi l l  b ring  tang ib le benefits to both the non

u n iformed l i ne managers and the organ isation .  

I i ntend to conduct the research by way of interviews and as a member 

of the Sen ior Management Team , I wou ld be real ly g ratefu l if you were 

able to spare me the time to take part. Wh i l st any i nformation that you 

g ive me wi l l  be posted anonymously to protect your  identity and 

mainta in  confident ia l ity , you need to be aware that the answers from 

the questions I ask you wi l l  be pub l ished . You wi l l  be g iven the 

opportun ity to receive feedback on the info rmation you have provided 

and a copy of the research if you wou ld  l ike . P lease be assu red that 

you ca n stop and withd raw from the p rocess at any point . 

The i nterviews shou ld take approximately 1 hour to comp lete and I 

i ntend to do them off s ite to maintain  confidentia l ly .  If you wou ld  be 

happy to participate please can you let me know so that I can arrange a 

t ime that is conven ient? 
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I wou ld also be g rateful if you wou ld sig n and return the confi rmation 

s l ip to me, prior to the interview. 

If you have any questions ,  p lease g ive me a cal l  and thank you i n  

anticipation .  

Yours s incere ly 

Cath ie  Smith 

Recru itment Manager 

I hereby confirm that I am happy to participate in  the research for 

Cath ie Smith 's  d issertation on the career  deve lopment of non

u n iformed l ine managers at CFRS.  

Name: 

Signature: 

Date : 
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